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ADS 

CEL 

CSP 

Common Terminology zn USAID's Reengineenng 

NMS 
* 

OPS-BAA 

Operating Unit 

RF 

RP 

WT 

SO 

SOT 

Automated Dtrectives System 

Country Experimental Laboratory 

Customer Servlce Plan (acronym used in the reengineermg 
documentation) see under tab 3 'Customer Focus " 

Country Strategic Plan (acronym in use in some USAID 
rmssions) see under tab 2 'Managzngfor Results" 

Intermediate Result see under tab 2 'Managzngfor Results" 

New Management Systems (USAID's new computerized 
management information system) 

Operations Business Area Analysis 

any mission, bureau, office, which admnisters program 
resources 

Results Review and Resource Request - see 'Creportzng"under tab 2 
'Managzngfor Resalts I' 

Results Framework see under izb 2 'Managzngfor Results" 

Results Package see under tab 2 'Managtngfir Results" 

Results Package Team see under tab 4 "Teamwork " 

Strategic Objective see under tab 2 'Managzngfor Results" 

Strategic Objective Team see under tab 4 'Teamwork " 



Overview of USAID's Reengineerzng I 

CORE VALUES: 
Managing for Results 2 

Customer Focus 3 

Empowerment and Accountability f i  
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What's Reengineering ? 

REENGINEERING requires us to 
challenge the fundamental assumptions 

on which bureaucracies are built and 
radically redesign these organizations 
around desired outcomes rather than 

functions or departments. In the 
process, it forces us to develop new 

ways of thinking and seeing the world. 
* 

from Seamless Government. a Prachcal Guide 
qm' to Reenaneennp m the Pubhc Sector, 

b y  Russel M Amden - 1994 

In 1992, surgmg U S budget deficlts demanded a re-examlnatlon of the 
role of government in a number of sectors, mcludmg forelgn ald The 
new admmstrauon sought to renew the mandate of the publtc servlce 
through an m.matwe called "re-mnventmg government" which has been 
spear-headed by Vice Pres~dent Gore Thls lnmatwe encouraged all 
government agencles and operat~onal unlts to seriously assess, revise 
and fundamentally redesign, d necessary, thelr organlzatlonal structures 
and processes m order to render government service more effiaent, 
productive (results-oriented) and responsive to its customers and 
consutuencies 

To date more than 250 U S government experlmental "re-invention" 
laboratories have become engaged in reenglneering These labs span 
the gamut of government servlce organlzatlons from unlts ln the 
d t a r y  to the government's scientif~c research operations 



Why is USAID Reengineering? 

By 1992 USAID was considered "broken," demorallzed and wlthout a 
rmssion 1n a post-cold war world In response to thls Internal crisis, the 
Agency's semor management volunteered the complete agency as an 
expermental re-invention lab The work began, by employees 
assembled from all over the world, to assess the agency's rmsston, its 
strengths and weaknesses and to determme how to best redeslgn 
processes that would enable USAID and it partners to effecuvely meet 
rts mandate USAIDys msslon has now been orlented to "sustamable 
developmentm Some of the most important features of USAID's 
reengmeerlng effort are that 

T h s  1s NOT a layering on of new regulations but a strlpplng away 
of the barnacles that Impeded our progress 

Reengineering 1s based on analyztng how we do our business and 
e h n a t m g  steps that do not add value 

Some changes are radlcal but in fact many build on successful 
Agency experience 



How We Did What We Did 

+More than 200 people were involved 

Most of the work done for the Agency's reengmeermg has been done 
lnternall~ by USAID employees w o r k q  in teams made up of both 
overseas and Waslungton employees 

A dozen Missions worldwide volunteered to serve as Country 
Expertmental Laboratories - CELs - to experiment with reengineermg 
U~AID'S busmess since 1994 

Ths  combined experience 
has shown a great varlety of 
appkcauons of reengmeermg 
in many country and 
development contexts 

On '10/1/1995, based on the 
above experience, new 
procedures and processes 
under reengmeered systems 
extended Agency-wide 

What does ibrr mean for USAID3 partners' 
As the actual reengineering efforts have been 
driven by individual mssions and bureaus, there 
is a significant varlety of specific interpretations 
of the guldance and application of the principles 
Furthermore, from country to country, mssions 
are at different stages of the reengineering process 
and are movlng forward at different speeds 
Partners who are engaged with more than one 
operating unit may find different practices and 
opportumties in each context 



The reengineered USAID includes significant changes m operations 
whch will be supported by development of a umfied corporate 
informauon system called the NMS - new management system 

A Reengineered Operations System 

Ambitious but achievable 
results 
Authority over resources, 
tools, and information 
Improved procedures 
Collaboration among teams, 
partners, and customers 

The four features of USAXD's reengineered operations system listed here 
reflect a conscious application of the Agency's five core values 

"Arnbnious but achevable results" reflects the Agency's reaffirmed 
comrmtment to a results orientation 

"Authority over resources, tools, and information" and "Improved 
procedures" reflect the comrmtment to empowerment, in this case, 
of Agency staff and partners 

Finally , 
"Collaboration among teams, partners, and customers" reflects the 
three core values of customer focus, teamwork and valuing 
dwersity 



Five Core Values 

The core values became the basis for redesigning the operations system 

Managing for Results 

Trackable results are crucial for good planrung and for our 
relationshp with our stakeholders 

Managmg for results will improve our relationshp with 
stakeholders 

Customer Focus 

The customer is the recipient of our goods and services (the end 
user) 
Our abllity to listen to customers affects the quality of work 
Listenmg to customers will mcrease our effectiveness The 
quality of our work hect ly  affects our impact 

Congress, the American taxpayer etc are "stakeholders" - they 
give us money to do somethmg for the end users and expect us to 
be accountable for quahty work 

- contznued on the next page 



Teamwork 
Teamwork wlll change how we thmk and work together 

Empowerment and Accountability 
M~ssions/Bureaus/Offices and thelr associated Teams wlll be 
accountable for results (and empowered to select the best way 
to achleve them) . Empowerment will also give us greater personal satisfaction on 
the job 

Valuing Diversity 
Our abillty to make wise team-based dec~sions and follow- 
through effectively depend on our ablllty to mclude and value 
a &verse set of vlews, perspectives, talents and abllmes Thls 
has particular importance 1n a cross-cultural work environment 
whlch 1s commtted to semng customer needs 

&AS Important to recognze that reengmeermg n an on-gomg 
process that is mended to build on "best practices" 

Reengineering doesn't end on 
October 1 - it starts on October 1. 
What we put in place should not 
look the same two years later - it 
should look better. The people 
who make reengineering work 
are you and the people in your 
Missions. 

- Phyas Forbes, ju&, 1995 I = 

Operatmg umts are 
encouraged to 
translate the new 
operations systems 
and stream-llned 
procedures in ways 
that add value to the 
way they do their 
work 

Current informarlon on unlts' innovattons is readdy avalable to 
USAID's partners and agents through the OnTrack newsletter 
(OTRACK@USAID GOV), vta the Internet (www info usaid gov - 
see pubhcations), and via e-mad on RFNET (For membership 
please contact "JADAIR@USAID GOV") 



Reengineering and Development ? 

Improved, participatory 
planning enhances our ability 
to look "over the horizon" 
Building consensus among 
partners around a 
development hypothesis will 
extend our reach and im~act 

Many of the innovations dscussed m thls course were based on best 
practices identified in field experience For ths  reason some of the 
reengmeered practices will seem lke  "the way it's always been" or just 
good common sense Certamly in a variety of techmcal sectors and 
country contexts, development professionals have &stingushed their 
efforts in terms of 

thex comrmtment to grassroots and participatory approaches m 
plannmg and acheving results, 
their dependence on extensive coordmation of activities among 
donors, NGOs and partners, and 
their appreciation of how long-term or strategic tlunlung is essential to 
effecting a significant impact on the environment 

USAID's reengmeered processes should support and validate these 
pracuces More pamcipatory strategic planrung and active "hypothesis 
temg" will lmprove our chances of posiuvely effectmg environment 
change More adapuve management practices will allow us to alter our 
come as we learn more about what 1s and isn't workmg in our 
hypothesis Finally, the formal engagement of our customers, and 
partners w i t h  the process will improve the quality of our management 
decisions 



Reengineering and Development ? 

Increased transparency and 
flexibility will help us better 
manage the varying degrees of 
certainty in our interventions 
Increased teamwork and 
empowerment directly supports 
a multi-disciplinary approach 

On the Agency's Internet web page (www info usald gov) you'll find 
the Agency's current Strategic Framework This includes dlscusslon 
of the Agency's goals in economic growth, democracy, population 
humanitarian response and the environment 



Managing for Results 

Plannmg - Achieving - Mon~toring & Evaluation 

USAID's Approach to Strateglc Plannmg 

The Strategic Plan 

Strateglc Objectives 

Results Frameworks 

Dlfficultles in Formulating RFs 

- - - -  ateglc Planmng Checklist 

Monitoring and Evaluating Performance 

Identifying and Selectmg Quality Performance Indicators 

Data Gathering Techniques for 
Conductmg Rap~d, Low-Cost Studles 

Common Problems/Issues w ~ t h  Using Secondary Data 

Monltormg Plans Should Include 

Are Evaluations Requlred 

Reporting (The R4) 

Moving to Implementation -' Result Packages 



Key Functions of the System 

PLA 

ACHf EV ING, 
- * - - k - - * -  

Resource Allocation 

There are a few key principles that have gulded the teams 
redeslgnlng USAIDts implementatlon process For starters, we 
now talk about "ach~evtng" as contrasted wlth "implementatlon " 
The term "achlevmg" emphasizes the focus on results, not just on 
process Achieving is a means to an end, not an end in itself 

Achieving is designed to be a learnlng process, in which we take 
rlsks but we learn from our mistakes, we use information -- 
which will be more tlmely and readily avadable from here on out 
-- to make modlftcatlons 1n what we are domg, and we share 
lessons learned wlth others inslde and outslde the organization 

A companion to learnlng is the flexlblllty to act on that learntng 
and make changes as we go along The reengineered Achlev~ng 
process has built Into it certam degrees of flexiblllty that 
empower those closest to the processes and activities to decide 
whether to change them or not The focus, of course, is always 
on achieving the desired result, at whatever level it may be 



Achieving 
+ A means to an End (i.e., a Result) 

+ A Learning Process 
+ Flexible 
+ Collaborative 
+ Interrelated yet self-contained, 

result-focused. and time-limited 
-- 

activities 

The reengmeered Achlevlng process is deslgned to be 
collaborative, wlth the involvement of customers, stakeholders 
and partners at every opportumty For, example, actmtles 
organized to achieve speafic results m the Results Framework 
should d u d e  customers, stakeholders and partners, and 
"virtual" teamlng with collaborators 1x1 other parts of USAID is 
now the norm 

The reengmeered Achlevmg process is deslgned to make it 
possible for teams withln the Operating Unit to be Involved In 
all phases of achlevlng speclfic results -- plannlng the actmties, 
carrymg them out, assessmg them, and modlfymg them -- 
because Results Packages (or whatever approach for organlzlng 
the work chosen by an operatmg unlt) should be focused, tlme 
llmited and so on The alm here 1s to avord sltuatlons, common 
m the past, 1n whlch project deslgn and lmplementauon were so 
long and complex that staff (and partners, for that matter) never 
partlclpated m the whole process and never could be held 
accountable for any results 



USAID's Approach to Strategic Planning 
and Performance Measurement 

+ Emphasize Results 
+ Increase focus and choose strategies and 

resources "strategically " 
+ Measure and report on results 
+ Analyze performance information to 

learn, re-plan and Improve performance 
+ Use performance information to tell 

USAID's story 

Managing for Results 

Know the customers and their needs 

Know the results we want to achieve 

Understand the process to 
achieve results 
Use information/data to tell us how 
well things are working 

Have authonty to take correctwe action 
(change process, or change result) 



What's Different in Planning? 

Participation at every level 
Joint Planning and 
programming 
More explicit linkage between 
achlevement of results and 
budgeting 

Here 1s what, specifically, we expect to be different about the process of 
Planning, primarily from an operating unlt perspective 

+ The "new" planning system is bullt on the best practices from 
Agency experience, particularly the longer experience with 
planning in the AFR and LAC Bureaus So, in a very real sense, it 
rsn't all that "new " What 1s new 1s a commitment at Agency level 
ro make the best practices of some parts of the organization over 
tlme the standard for practice throughout the Agency 

+ Particularly new ln planning are the increased and systematic 
emphasls on customers and particlpatlon in planning and jomt 
planning between the field and AID/W Jolnt planning, d it is 
done well, should lead to more effectlve achlevement of results and 
rn fewer surprises when strateglc plans come Into AID/W from the 
field 

* Wtth the new approach to budgeting (by strateglc objective, that 
is), there will be an increased emphasis on past achievement of 
results and the likelihood of future achievement of results when 
resources are being allocated 



Wbar does thts mean for USAID 3 partners? 
Partners may be invited into the planning process as full members of Strategic 
Objective Teams Besides bringing technical and sectoral experme to the process, 
partners may serve to represent the merests of USAID7s ultlmate customers 

What's Different in Planning? 

+ Only two documents to 
AIDIW: 
+:+ Strategic Plan 
+:+ Results Review and Resource 

Request (R4) 

+ Easier access to information 

Fleld operattng unlts are requlred to send to AID/W only two 
documents, the once-m-several years Strategtc Plan and the annual 
Results Renew and Resource Request For example, mlsslons do not 
have to send actlvlty-speclfic documents (such as the old project paper) 
to AID/W for revlew 

Once the New Management Systems are operational, everyone 
involved in the plannlng process wlll have easier and more tlmely access 
to mformauon--1nformat10n regardmg the strategies and results of other 
operatmg unlts that mlght be relevant to the strategy we are 
conslderlng, the resources available for the lunds of actlvitles we mlght 
want to pursue, and so on 



THE STRATEGIC PLAN 

The framework which an 
operating unit uses to articulate 
the organization's priorities, to 
manage for desired results, and 
to tie the organization's results 

to the customer 

The strategic plan replaces (actually, builds upon) the bureau- 
specific planning documents used heretofore The strategic 
plan is comprehenswe - ~t Includes strategic objectives (SOs) 
and a descriptpnon of how the operating unit plans to use 
resources to accomplish them 



The Country Strategic Plan 
+ Summary analysis of the development 

assistance environment and the rationale 
for program focus 

+ Proposed Strategic Plan includes: 
+ Linkages to Agency's Strategic Framework 
a Country goals & subgoal 
+:+ Explanahon of each SO 
+:+ Resource requirements by SO 

Excerpt from the Dzrectzves - 

E210 5 10 Contents of Strategic Plans 

Operating unit strategic plans shall include the information necessary to 
secure endorsement by Agency management on the proposed strategic 
objectives and targeted magnitude of impact, associated resource 
requlrements, and, requested delegations of authorlry Operating units 
must ensure that any speclal legislative requlrements, as applied to 
strategic planning, are included Operating units are not requlred to 
follow the outline below In its exact form, however, strategies shall 
include the following three sections and shall provide a clear and concise 
discussion of the below referenced issues in a form which is appropriate 
to their program 

PART I Summary Analys~s of Assistance Environment and Rationale for 
Focusing Assistance in Particular Areas 

A U S Fore~gn Policy Relationship of the program to US forelgn pollcy 
interests 



Overview Country strategies will provide an overview of the country 
conditron to include a summary of overall macro-economic and socro- 
political trends, a drscussion of development constrarnts and opportunnies, 
how the strategy relates to host country or regional priorities, and the role of 
other donors Regional and Global strategies will provide a discussion of 
relevant transnational trends, how the strategy relates to regional or global 
priorities and the role of other donors 

Customers A brief drscussion of how customers influenced the strategic plan 
both directly and indrrectly using the customer service plan as a basrs 

Transrtronal Issues Transition or phase out issues, for those country 
programs whrch are transitional in nature, the strategy will provide a 
discussion of key transrtional issues which are approprrate to the country 
(whether it is a country nearing graduation or transitioning from relref to 
development) Regional and global programs may drscuss transrtional or 
phase out Issues where relevant 

PART II Proposed Strategic Plan (Country, Regional, or Global) 

A A d~scussion of the linkage of the strategy to Agency goals and objectives 

B A discussron of country goals and subgoals (where applrcable) 

C Each Strategrc Objective or Strategrc Support Objective must include the 
following 

1 A statement of strategic objectlve 

2 A problem analysis, to include an analysis of the specific problem to be 
addressed and an ldentifrcation of affected customers 

3 A drscussion of critical assumptions and causal relationshrps which are 
represented in the Results Framework 

4 The commitment and capacity of other development partners in 
achieving the objective Thrs may include a trend analysis which 
demonstrates why the current climate and support by other partners 
(including the host country government) or customers indicates that the 
objectwe can be achieved 

5 Illustrative approaches 

6 How sustainability will be achreved 

7 How the achrevement of the strategrc objective will be judged includrng, 

a Proposed performance indrcators and targets for achievement of 
each strategrc objective as well as monitoring interim progress 
(see Senes 200, Chapter 203 ) 



b Performance targets which convey an understanding of the 
anticrpated magnitude of change vrsa vrs USAID's investment and/or 
that of USAID's partners These performance targets will represent 
antrcipated results over the entire strategy period to the extent 
possible (1 e where past experience and technical knowledge indrcate 
that targets which are projected to the end date of the strategy are 
useful and meaningful) There are some cases, most often in new 
areas, where select targets may be shorter than the planning period, 
and therefore will need to be updated via the R4 process Also, 
interrm performance targets may be used as par of performance 
monitoring during the life of the objective 

If the operating unit has identrfied a special objective, the discussion must 
include the following for each special objectwe, 

1 The trme-frame for the Objective 

2 Relatronship to Agency goals and objectives and/or the country 
strategy 

3 Expected Results 

4 A proposal for monitoring achrevement of any special objectives as 1s 
appropriate to the nature of the objective 

For Field Mrssion operatrng units, the strategy shall identify any activities 
which support global objectives and are outside of the field mission's 
bilateral strategy The freld mission should also rdentify any management 
responsibilities for whrch rt IS held responsible 

PART 111 Resource Requirements 

A Estimated resource requirements over the plannmg period to achreve the 
strategrc objectives, includrng program dollars as well as supportrve OE and 
personnel Program f u n d q  shall rnclude the amount for field support 
provided through G Bureau mechanisms The operatrng unit shall also 
identrfv anv USAID/W technical or other support which are necessarv to 
accompl~sh the strategic o bjectrves 

B Drscussion of programming options This should be brief and concise and 
may take the form of a slmple matrix whlch serves to articulate and distill 
the priorities of the operating unit and is based on hlgh, medium, and low 
funding levels Such a matrix should take into account Congressional and 
Administration mandates and may indicate country conditions that would 
warrant increases or decreases in assistance 



Country Strategic Plan 
Results Framework 

Illustrative approach 

Strategic Planning for a country program will Include all USAID 
program funhng proposed for allocation to the country, 
mcluhng fundmg In support of centrally managed global 
programs, food ald, and research activities 

Plannlng for reglonal and global programs must Include program 
funded actlvrtles that are 

(a) reglonal or global tn nature, 

@) bilateral programs for whlch the central operatmg untt has 
hrect responslbdlty, and/or 

(c) actlvltles that have bilateral Impact and are managed by a 
central operating unlt due to management efficlencles 

Exceptions to the strategic plannlng process are start-up programs 
and emergency programs See the Dlrectlves for detads 



Good Strategic Planning Involves 
Setting Ambitious, Yet Achievable 
Objectives.. . 



Based on the Strategzc Plan, USA ID/Washt ngton 
and the operattng untt establzsh a... 

Management Contract 
Agreement on objectives 
Confirmation of estimated resources 
over the strategy period. 
Provision of appropriate delegations 
of authority 
Special management concerns 
requiring action 



Strategic Objectives 

1 The most ambitious result in a 
particular program area that 
an operating unit (with its 

I partners) can materially affect 
I and for which it is willing to 
* - be held accountable. 

Types of SOs- 

Bi-lateral and Regional/Global Strategic Objectives are like strategic 
objectives under the old system--each of them is unique to and managed by 
a single operating unit 

Strategic Support Objectives (SSOs) are Regtonal or Global Bureau 
development objectives that rely partly on the results of activities 

performed by the bureau and partly on the results of activities performed 
by other operating unlts, such as missions These objectives allow Global 
and other bureaus to relate their support actlvitles to the high-level 
development results toward which they are aimed 

E g , the Global Bureau may be developing a new vaccine in order to 
ultimately reduce the ~ncidence of a particular dsease (which is a signhcant 
development result) Global develops the vaccine, but it relles on mlssions 
to distribute the vaccine and ensure its proper use through their health 
programs It's really a joint objective the missions will most likely be 
including reduced incidence of the disease in their SOs, and Global will be 
adopting reduced incidence as its SSO Global will also   rob ably rely on 
mmssion data for measuring performance against the SSO 



SSOs represent an attempt to allow Global and other central or 
regional bureaus that are provldmg crltlcal support to missions' 
development efforts to relate that support to development results 
The less attractive alternative would be to reduce Global to low- 
level strategic objectwes, which are separated from the higher level 
development results toward whlch they are aimed The alm here IS 

to relate all assistance activities - including Global's - to significant 
development results In effect, those development results are shared 
by Global and the mlsslons 

A Special Objective u one that has limlted development impact, 
and therefore does not qualify as a full-fledged SO Special 
Objectives can Include objectives that respond to earmarks, lnvolve 
phasmg out a major development effort, try something exploratory 

b$i experimental, or involve research that contributes to an Agency 
objective 

Objectives 
+ Strategic Objective 

+:+ Bi-lateral Strategic Objective 
+ RegionaUGlobal Strategic 

0 b jective 

+ Strategic Support Objective 
+ Special Objective 



Strategic Objective 

+ a significant development result 
+ clear, prase  & object~vely measurable 

+ the highest level result for which the 
operating unit is willing to be held 
accountable 

+ unidimensional, in so much as possible 
+ linked to Agency objectives & goal 

+ + achievable within 5 - 8 years 

The directives ldentlfy sltuatlons m whtch a strategic objective 
may have more than one dlmenslon -- when two very 
tnterrelated results are belng sought, or when the program to 
achieve two very related results is a very Integrated program 

11 What does thts mean for USAID's oartners? 11 
II In some countries U L I D ' s  identikication of II 

strategic objectives and a planning process has 
spurred local partners to engage in their own 
strategic planning process In some cases the 
participatory planning process inmated by 
USAID has encouraged partners (NGOs, 
government and donors) to come together to 
plan more collaborat~vely and strategrcally for 
the whole sector T h ~ s  was the case in donor 
support for prlvate sector development in 
Uganda and in the environment in Madagascar 



Results Frameworks - Functions 

+ Communication, w 
includes building understanding 
and increasing ownership 

* + Reporting 

The Results Framework is the baslc tool used to describe and 
Illustrate the operating unit's development hypothesis It also 
serves as a framework withm which units can develop plans with 
customers and partners, thereby buildmg ownership and shared 
support for implementation The framework should serve 
development professionals as a management tool as much as an 
instrument for planning or reportmg 

These functions are summarized and contrasted on page 30 

What does thzs mean for USAID 3 partners? 

The RF must be much more than a reporting document for whrch 
USAID is accountable The abillty to effectrvely achreve the SO doesn't 
depend merely on the quantrty of technical and financial inputs, but on 
the 'ownershrp' and commitment of the development partners and agents 
In ach~eving the set of results Therefore partners' engagement rn 
developing and monitoring the RF IS crrtlcal to USAID'S success 



Results Framework 
+ Presentahon of SO and key Intermediate 

Results (IRs) and the cause-and-effect linkages 
between them 

+ Identfies all IRs necessary to achieve the SO 
regardless of who IS taking responsibility 

+:+ through USAID assistance 
o through other development partners 

+ As part of the Strategx Plan, it illustrates the 
bsion 's  development hypo t hem 

--sir 
m + Serves as a b s i o n  management tool 

Some differences between the Results Framework and the PRISM 
Objective Tree (the graphlc presentation of the narrative column of the 
Program Logframe) 

3 The Results Framework represents an attempt to be more expllcit 
in ns emphasls on causal lmkages, and less bound to prescrtbed 
levels in a hierarchy Under PRISM, we have observed the 
tendency of some operating units to try to make everything at one 
level of the objectwe tree -- e g , the Program Outcome level -- 
relatively equal in Importance 

G In the Results Framework, the emphasis is on how thlngs relate 
causally, regardless of relatwe importance or chronology The 
Results Framework tries to avold forclng thlngs Into a h e a r  
sequence, when in real llfe thlngs are sometimes clrcular m their 
Impact 



Results Framework 
+ Identdies organizational responsibility and 

timeframe for each result 
+ Shows integration of results from other SOs 

where appropnate 
(the RF is not necessarily h e a r  in its logic nor in its 
presentahon) 

+ Serves as a reporbng and learning tool 
(vahdatmg & reassessing the development hypothes~ 

%&=- 
as act~vities progress and the environment evolves) 

+ Defines performance indicators and targets 

The Results Framework lncludes more detall about specific 
contributing results to elaborate a more complete "development 
hypothesis" than cLd the PRISM objective tree How much detad, 

Enough to elaborate many causal relationshps within the 
development hypotheses This will include detads about 
assumptions, resources and partners' involvement 

What does thzs mean for USAID'S partners? 
The RF 1s by no means a secret or static document Partners are intended 

1 to be intimately involved in the formulation of USAIDys framework and 
I 

should be continually ~mplicated in the 'ground-truthmgy of the 
development hypothesis it represents As the operating unit learns from 
its experlence the framework may be changed Much of this acqu~red 
knowledge lien in the experlence of partners, agents and other program 
implementers The framework provides a bas~s for this substantme d~alog 



Results Statements Components 

+ A results description 
typically includes: IR 2.3.1 

Statement of + reference number an end-result 

L- *:+ possibly, resources 11' 

ZF 111 111 

'WJ 

+:+ results statement / 
*:+ indica tor(s)/ 
4 implementers/partners _ 

responsible for the result 
*:+ timeframe 

Remember that the Results Framework 1s essentially the text that 

I, lndicatortsl 

,, USAID / World Bank 
/ Host Gout  etc 

w 3.5 years 
$150,000 

descrtbes the operating unlt's development hypothesis, normally 
Illustrated with a graphlc representation of IRs in relationship to each 
other For each IR result the information listed above wlll need to be 
presented, either ln the text or in the graphic, or in both One way to 
keep the graphic illustration uncluttered is to annotate the RF 1n the 
strategic plan with a section that describes the RF result by result Thls 
outlme for each IR would Include 

the IR further defined ( ~ f  necessary), 

* a description of the causal llnkages between the IR and the other 
results that contribute to ~ t s  achlevement, 

* an explanation of the performance ~nchcator, and 

* an overvlew of the types of engagement in support of the IR to be 
undertaken by USAID's agents and partners 

In the RF graphic, n 1s especially useful to note, 1x1 the IRs for which 
USAID 1s NOT taklng material responsibihty, the name of partners who 
are achlevlng that particular result (see the example on page 22) 



Lo 'cal associations between SOs 8 
I 
I 

an IRs within the RF era~hic I 

I 

t w Z i n g  to what result 7 

1 
\ 

Assuming 1 

what? 1 
What are the contributing results 7 

As you read up the series of interme&ate results the loglc of the statements 
answer the question "why are we doing this' " or "why thls result)" In other 
words, for what greater result'" 

As you move down the framework the mtermediate results statements 
answer the question "how do we do cause this effect'" In other words, what 
other results will be required to achieve this particular result' This  log^ 
should NOT be to construed to mean "what activities wrll be conducted" to 
attam this result, as only results, not activities are Included in your RF 

"What other necessary results" refers to the other mntermedlate results 
that must occur in concert with this IR to cause the desired effect above, 1 e, 
the next level of result In order to attain the result above have you 
identified all results that are necessary and sufficient to lead to the next level' 

Also key to presenting the logic of your hypothesis are the critical 
assumptions that underlie your framework These assumptions should be 
referenced either on the RF graphic or in the RF text presented in the 
strategic plan 



Results Framework graphic 
e 
-i=i- 
411C 

Strategc Objcenve 
l b u l l  lntcndcd nuawabk d~dn,ecl 

Kev Indrnors. 

Devebpnunt Panncr(q 

I 
I 

I 
Intermcdratc Result Intermcdrate Rault 
Ilnlcndd Masurabk C b n p l  I l n m d d  MasurabkChangel 

Kcv lndrstor(sl  hen Key lndratonsl 
Dcvchpmcnt Panncr(r1 Dcvebpmt Panms)  

IntMKdutr Result Inlumedi.le Ruull lntennednte Result lntermcdva Rcrult 
tlnmded Mcasurabk Cliangcl llntcndal Menwrabk Llldnpl llnlmdrd ksurabkChdnprl 

kcv lndxatansl hr Indxatonr) KLV Irtdvxon I Kev Indratodsl 

Dcvcbpmcnt P a n m r ~  l h e h p m t  Psnncnv 

**%'hat are the changes/results necessary and Causal relat~onshps between results need not always be stnctl) 
suffiaent to get to the next lugher level 7 herarchical i e an ~ntermed~ate result on one level can 

How do you achieve the hgher level of results 7 contnbute to the achevement of mtermedlate result on two or 

s more let els 

w 

NB Remember that the  log^ of the R.F is a basic "If then" causality 
whlch unifies the framework Into an overall development hypothesis 

What does thzs mean for USAIDS partners? 
Remember that USAID's development hypotheses will often include the 
results of their partners, therefore partners' Intermediate results will be 
shown in their Results Framework graphics, regardless of whether USAID 
IS fundmg actlvitles leadmg to achievement of those results or not 



Upper River Zone 
RESULTS FRAMEWORK GRAPHIC 

Slratqlc Objecbve 
Better prduchm practtces 

adcpted by farmers n the Upper 
R w  Zone 
(8 years) 

IR 3 
C m n t t y  cmtrd 
m e  local resources 

~nQeSSed 
CptJm lncFeased 

(7 ysaw 

Village 
assoaatms 
mtrd aver 

resources 
~ncreased 
(6 years) 

I R 3 2  Rde 
of forestry 

agents n the 
Upper RIW 
&changed 
fran regubtcry 

to OlRreach 

(6 years) 
Hast 

Government 

IR41 N m  
techndcgles 

M Bank 

Y 

l R l  11 F m  capaaty 
to rde  enterprise 

management decs~xls 

~nQBaSed Adult lrteracy ~ncreased 
(3 F) 

Adwed by G R and Hast 
Government 

i 



General Characteristics of 
Results Statements 

+ Statement of results - not an 
activity or process 

+ One, unidimensional result - 
not a combination of several 
results 

+ The result is measurable and 
G?r- 

objectively verifiable 

The result should be stated as an completed end-result as opposed to an 

on-going process or activity 

Undmensional results are those with one final effect, e g , "increased 
broad-based private sector investment" (the final effect may require 

more than one descriptor) as opposed to multi-&mensional results 

whtch are actually the combination of more than one result, e g , 
"healthy, better educated famdies" The use of multi-dimensional 

results wdl cause difficulties in developing the logic of the framework as 
well as the measurement of the result 

An "objectively verifiable result" 1s one that, glven the supportmg data, 
a skeptic and a proponent would both agree is a bonafide result The 
actual measurement of this result might rely on qualitative or 

quantitative data, dependmg on what is most realistic and appropriate 

See examples of these poznts on the next page 



alternatives to deforestation 
~romoted 

Criterion: Results Statements 

management practices 

Poor Example 

Support macro-econoxmc 
pollcy reforms 
Environmentally vlable 

Criterion: Unidimensional Results 

Good Example 

Reduced gap between official and 
parallel exchange rates 
Increased use of sustamable forest 

p s ~ r  Example 

Improved quality of health 
care and educatlon services 

Expanded small and 
meclum-sized enterprise 

sector and increased non- 
tradmonal exports 

Increased agricultural 
productivity and farm 
Incomes 

Good Example 

RI Improved quality of health 
care 
a d  - 

R2 Improved educatlon servlces 
- - 

R1 Expanded small and rnexum: 
sized enterprise sector 
and - 

R2 Increased non-tradtional 
exports 

R1 Increased agricultural 
productivity 
and - 

R2 Increased farm incomes 

Criterion: Objectively Verifiable 
Poor Example 

Pubhc and pr~vate sector 
leadershp developed 

Good Example 

Improved regulatory environment 



Good Results Frameworks Must 
Show Logical Consistency 

Linkages between Intermediate Results 
(IRs) and Strategic Objectives (SOs) are 
causal in nature 
Logical relationship between IRs and SOs 
is direct and clear where IRs are lower- 
level results which contribute to SOs 
IRs include key partner as well as USAID- 
funded results 

The relatlonshlps among the results within the framework is 
causal In nature, and therefore describes a "cause and effect" or 
"d then"  log^ (as was the case zn the relatzonsbzps wzthm the 
Objectzve Tree) 

The direct effect of all these "causes" wlthln the results 
framework should be the deslred change m the development 
environment (as expressed by the strategtc objectzve) This logical 
argument constitutes your development hypothesis 

See examples of these potnts on the next two 

Pages 



EXAMPLES: 

Criterion: Linkages between IRs and SOs are 
causal in nature 

Poor Example 

SO Increased agricultural 
producnon 

IR 1 Increased agricultural 
production 1n highland 
regions 

IR2 Increased agricultural 
production in coastal 
regions 

More effective 
management of the 
natural resource base 

More effective 
management of forest 
resources 

More effective 
management of coastal 
resources 

More effective 
management of 
agricultural resources 

Good Example 

SO Increased agricultural 
product~on 

IR 1 Improved agricultural 
market efficiency 

IR2 Increased adopt~on of 
improved product~on 
technoloeies 

More effective 
management of the 
natural resource base 

Increased rnstltutional 
capacity of the Mlnistry 
of the Environment 

National Environmental 
Action Plan 
implemented 

Private sector engaged in 
profitable and 
sustamable natural 
resource use practices 



EXAMPLES: 

Criterion: Logical relationship between IRs and 
SOs is direct and clear 

I Poor Example I 

I SO Increased household Incomes 

IR Increased access to non-tradltlonal agricultural markets 

Criterion: IRs are lower-level results which 
- - - - "‘a&F contribute to SOs 

Poor Example 

SO Improved natural 
resource management 
In crltlcal watersheds 

IR Biodlverslty of crmcal 
ecosytems conserved 

SO Improved quality of 
basic educatlon 

IR Increased number of 
children who are 
literate and numerate 

Good Example 

SO Btodtverslty of cr~tlcal 
ecosytems conserved 

IR Improved natural 
resource management 
ln cr~tical watersheds 

SO Increased number of 
chlldren who are 
literate and numerate 

IR Improved quallty of 
basic educatlon 



Good Results Frameworks Reflect 
A Realistic Level of Responsibility 

The SO is the highest result which 
the Mission can expect to materially 
affect and for which it is willing to 
be held accountable 

The causal connections between IRs 
and SO are reasonable 

EXAMPLES: 

Criteria: SO is a result that the R.l[lssion can 
materially affect 

Poor Example 

Broad- based sustamable 
economc growth 

Good Examole 

Increased employment m the 
formal, off-farrn pnvate 

Reduced populmon growth Reduced f e d t y  



EXAMPLES: 

Criteria: The causal connections between IRs 
and SO are reasonable 

Poor Example 

SO Sustarnable natural 
resource management 
practlces adopted 

IR New environmentally 
sustainable agricultural 
techniques developed 

SO Increased use of 
modern contraception 

IR Improved tralning of 
health care providers 

SO Increased off-farm 
employment 

IR Increased citizen's skllls 
for private sector 
development 

Good Example 

SO Sustamable natural 
resource management 
practlces adopted 

Environmental Action 
Plan laws and pollcles 
enacted and enforced 

SO Increased use of 
modern contraception 

IR Increased availablllty of 
contraceptive serwces 
and commodities 

SO Increased off-farm 
employment 

IR Increased number of 
formal private sector 
enterprrses 



Four Major Functions of the RF 

A Results Framework (defined as the RF graphic A N D  ~ t s  accompanying narrative) could serve various functions in developing and 
guldlng achievement of a USAID program (through planning, communicating .p-eporting, and managing for results) The table below 
presents and contrasts these compl~menlary functions Considering how we1l)our draft RF serves these functions may affect the way 
in which it is formulated and how it may be used 

RF as a Plannm~ Tool 

identifies specific 
problems being 
addressed (the result 
of your problem 
analysis) 
shows important 
areas of engagement 
(current activmes) 
and helps aligns these 
to  desired results 
helps identify "what 
IS misslng" in your 
current program to  
achieve the S O  (via a 
more complete 
development 
hypothesis, which 
w11l include partners' 
IRS) 
depicts areas of 
USAID comparative 
advantage 

PF as a Communlcat~on Tool 

helps articulate the SOT's 
shared vision and development 
hypothesis 
presents your development 
hypothesis in clear causal logic 
and language which effect~vely 
'%ells the story" 
documents decisions made and 
priorities established - "why 
are we doing this" 
depicts areas of USAID and 
partner comparative advantage 
identifies key logical linkages 
between what you and others 
are trying to  achieve 
clarifies shared responsibilities 
and the time frame for 
achievement 
provides a transparent medlum 
to present the hypothesis and 
strategies with key 
stakeholders 

1 ADS Chapter 201 5rct1on 201 5 l lk p& 26 

RF as a Reportmp Tool 

outlines the basic 
Ymanagement 
contractn between the 
SOT, Senior 
Management and 
USAID/Washington 
serves to articulate the 
SOT's vlsion and 
development 
hypothesis to 
USAID/W 
defines what the SOT 
is willing to  be held 
accountable for 
identifies the key 
indicators on which 
the SOT will report 
progress in the R4 
identifies crit~cal 
assumptions 

RF as a Mana~ement Tool 

serves "first and foremostn as a 
management tool for managers, 
as stated in the ADS' 
allows managers to  refine the 
definition of speclfic IRS and 
theu contribution to  the 
development hypothesis 
helps to  malntain results focus 
withm the SOT and among its 
partners, as opposed to focus on 
inputs, outputs, or  obligations 
justifies management decisions in 
terms of planning priorities and 
performance measurement data 
returns 
tracks progress made on 
addressing the key problems 
identifies specific areas for 
inquiry (program evaluation) 
provides a shared format for 
hypothesis "testing" and 
p rogrm modific~tions 



Difficulties in Formulating RFs 

Determining logical causality 
Assuring sufficiency and allowing 
flexibility in the development strategy 
Identifying RESULTS versus 
"activities," "steps" or "means" 
Critical Assumptions versus IRs 
Limitation of using linear graphics to 
depict inter-related causes & effects 

See further explanatton of these five potnts on the next 
seven pages 



Categorical or Definitional Linkages 

Increased transfer of 

I 

Intermed~ate Result 1 

Increased transfer of 
State-owned land to 

the pnvate sector 

Intermedlatel 1 1ntermedlate Result 3 1 

Addmg up the categories withln an lnterventlon does not 
usually descrtbe the "cause and effect" relationships at the 
heart of the deslred change In other words, the sum of 
the parts of the deslred change IS not the same as the cause 
of the change 

Increased transfer of 
State-owned housmg 
to the pnvate sector 

your framework wlll create problems later m your 

Increased transfer of 
State-owned enterprises 

to the pnvate sector 

program when you attempt to measure ach~evement of 
the results You'll note that you'll end up measurtng the 
exact same change (although 1n different degrees) on more 
than one level of the framework and thls clearly lmplles 
loglcal lnconslstency between "cause and effect" 



Causal Logical Linkages 

Strategic Ob~echve 

Increased transfer of 
State-owned assets to the pnvate sector 

Intermediate Result 2 

Increased capacity of 
pubkc and pnvate 

institutions involved in 
the pnvahzation process 

I Intermediate Result 3 1 
Increased citlzen and 
business community 

partupation in 
pnvaQzation programs 

The basic "d then" logic seeks to identify all the necessary 
root causes of the desired developmental change 

For more examples of tbzs logzcal znconszstency seepage 26 



Chronological Linkages 

I Intermediate Result 1  1  I 

to be Sustainable NRM rnethodolog~es 

9 ~mplemented m pdot areas 

IR 1 1  1  

Improved NRM technolop 
identlfied and tested in pdot areas 

I R l l l l  I 
Current practlces (sustamable & non-sustainable) 

identlfied and analyzed 

In some cases the "d then" loglc of the RF plays out 
chronologically, be careful, however, not to confuse "if then" 
logic wlth the sequencing of implementation, e g , "what comes 
first, what comes second" 

In the example above, it is clear that the planners understand the 
maln technical steps leadlng to the lmplementat~on of NRM 
methodologies ldentifylng and analyzing current practlces, and 
then developing and testlng new technologies However as a 
causal chain of results the example does not make r t  clear what 
specific problems or constraints the planners are trymg to address 
to get to the key IR The two lower IRs are important steps in the 
process of arrlvlng at IR 1 1 but they do not descr~be the speclfic 
causes that lead to thls final effect 



Causal Logical Linkages 

Intermediate Result 1 1 
Sustainable NRM methodologm 

c 
implemented m pdot areas 

I R l l l  

I AGA and Community Environment groups O' 

develop NRM plans in pilot areas 
I 

AGA - Agricultural and Game Authortty's NRM analysls 
and testmg unlts functionrng in pdot areas 

Here in thls re-worked example, the mterrnedlate results wlthm the 
logical chain dlrectly address speclfic root causes of the problem 
the AGA's weak local capacity 1n technical analysls and testmg, 
and the lack of AGA and cornmuntty coordination 1n 
lmplementlng NRM methodolog~es The speclfic logistical or 
chronological steps behind each of these IRs, while very Important 
to understand for actlvity implementation, are not an essential part 
of the casual loge In fact, chronologically speakmg, it 1s quite 
possible that the activities to be conducted for IR 1 1 1 and IR 
1 1 1 1 may be conducted concurrently 



Sufficiency and Flexibility 
Ensure that. at each level of the RF, you identify all 
the results which, d achieved, will be sufficient to 
cause the result on the next level 

You may also identlfy results that reflect alternahve 
strategm or innovative and supplementary 
approaches 

Over time, as you work under your hypothesis, you 
may need to change strategies and therefore alter 

, your IRs The RF should allow for flexlbihty 

The loglc of your development hypothesls, and its deplctlon m the 
results framework, requlres that you have ldentlfied ALL the 
contnbutmg results sufficient to support your hypothesls Thls wlll 
defmltely requlre mapplng out other partner's results (for whlch you 
are not responsible) Furthermore, the more thorough and speclfic you 
can be 1x1 determmnlng all the contributing lntermedlate results, the 
stronger the logic of your hypothesls and the greater your chances of 
belng able to manage your actlvltles for the achlevement of the strategic 

oblectlve 

We recognize that due to the complex sltuatlons in whlch we work, 
plannlng and managlng development activltles is not an exact science 
For thls reason you may need to Include in your program alternative or 
complementary strategies - sets of IRs - designed to secure or maxtmize 
your desired results Thls implies mncluding with your hypothesis sets 
of results that may constltute more than what mmght be considered 
"necessary" to achleve to next level of results 



In the past, including these "more than necessary" strategies 
within your strategic plan would have been considered 
msufficient ccfocus and concentration" withln your program, t h s  
1s no longer the case 

An important aspect of "managing for results" 1s the need to 
constantly monltor or "test" the correctness and sufficiency of 
our development hypothesis to ensure the achievement of the 
strategic objective The outcome of our monitoring may requlre 
making changes in our strategy Therefore the RF should be 
conceived of as a management tool that is logical and flexlble 
over tlme Flexlbll~ty i i  lmplementlng the development * 
hypothests might require 

+ Having to take on some responsibility for partners' IRs if 
you dlscover that they won't be able to deliver the results as 
expected (this a another reason why it is Important to 
include other people's IRs in the W and track them) 

+ Changing or modifymg parts of the strategy - sets of results - 
based on lessons-learned in implementing the program 

+ Moddying the strategy due to significant changes in the 
status of the crmcal assumptions 

+ Changmg the strategy m response to changes in the 
development environment 



"Activities", "Steps" or 
"Means" versus RESULTS 
+ Beware of confusing interventions 

with their desired end-result , e.g. . . 
+Policy reform & dialog - improved environment 
6 Training -- new s killdcom petencies 
+Institutional development 

improved services 
+:+ Information dissemination * --- informed deasions 

ZE w 

Some examples of thzs confuszon 
- 

NRM technologies 
and hypothes~s tested 

In p~lot  areas 

A 

Institutional capacltj 
of Ibhnlstrj of Finance 

A 
Ministry personnel trained 

I developed 1 
A r .  11 in improved management 11 

techniques I] 
A 

II Local populat~on mfonned 
about alternatwe land 11 

1 management pract~ces I 

Each of these IRs could be better expressed in terms of their desired 
end results instead of the activities or processes leadng to those results 



Critical Assum~tions versus IRs 
+ Beware of logical "leaps" between IRs. . . 
9 you may be overlooking several other 

significant intermediate results, for which 
you will need to take responsibility or for 
which partners are responsible 

+:+ Critical Assumptions are external 
conditions that are necessary for the 
success of the strategy outlined in the 

~*i%r-- results framework 

The log~cal relationship between linked IRs should be clear and 
&rect The combmed "cause and effect" linkages should effectively 
tell the story of how you rntend to achieve the SO An excellent 
test of your RF would be to give ~t to a reasonably educated 
person, who does not work 1n your sector, to see d that person 
could understand your hypothesis well enough to explam it to you 
m terms of the cause and effect llnkages leadmg to achievement of 
the SO Where there are "leaps" in the logic the cause and effect 
relationships will not be clear and direct Sometimes these leaps are 
not so evldent to technical experts who share the same set of 
assumptions, yet for management purposes ~t IS important that all 
the contribut~ng IRs be clear and expllclt 

On page 29 yotr wzllfind "poor and good" examples 

of havzng unclear & clear catrsal connecttons 



Due to past practices some planners have confused tntermedate 
results (whlch other people - USAID's partners - are talung 
responslblllty for) wlth critlcal assumptlons Sectlon 201 4 
"Definitions" of the ADS states 

"14 Crmcal Assumptions In the context of developing a 
- - 

results framework, cr~tlcal assumptions refer to general 
condmons under whlch a development hypothesls wlll hold 
true or condmons whlch are outstde of th; control or 
Influence of USAID, and whlch are llkely to affect the 
achlevement of results m the results framework Exam~les 

L 

might be the ablllty to avert a crlsls caused by drought, the 
outcome of a natlonal election, or blrth rates contlnulng to 
decllne as it relates to an education program A crltlcal 
assumption differs from an Intermediate result m the results 

&e framework ~n the sense that the lntermedlate results 
represents a focused and dscrete outcome whlch speclficdly 
contributes to the achlevement of the SO " 

Below is an example of where the magnitude of cntlcal 
assumptlons renders the development hypothesls lmplauable 

Crltlcal assumptlons If the rams are better than average, 
and 

If the government changes ln the 

and 
If tourism rebounds, 

then 
The achievement of our Intermedate 
Results wlll lead to achlevement of the 
Strateg~c Objectme 



Inter-related Causes & Effects 

Hierarchical frameworks best present linear 
relationships yet, in reality, many changes 
coincide and are inter-related. While the RF 
should help you make decisions about 
priorities ("why are we doing this7") you 
should not be constricted into over- 
simplification of your hypothesis. 

bLk- Be as creative as necessary ! 
5 m  
4s w 

There is no requlred format for presentation of your W, you 
slmply need to find a format that is easlly understandable to all 
the users of your plan 

Be aware that some software packages being used to produce RFs 
were deslgned for creating organlzatlonal charts and these 
programs often impose limitations m presenting your graphlc 
because they are h e a r  and hlerarchlcal 



Strategic Planning Checklist 
Are SOs/IRs stated as results? 
Are results unidimensional7 [7 
Are they ob~echvely vediable7 
Are the relabonships between results causal, not 
definitionaVcategonca1~ 0 
Are the how/why, If/then relabonships dlrect, 
plausible and clear7 
Are the SOs results wh~ch USAID programs and 
achvmes can matenally affect7 C] 
Are the assumphons reasonable? 
Do the IRs mclude partner as well as USAID-funded 
results' 

Quesaons People May Ask about Your Strategic Plan 

1 About your strategy- 

Is your strategy consistent with the agency's pnontles as   resented m the agency 
sustamable development strategies, ~rnplementatlon p d e h e s  and strategic 

frameworks ) 

a What cholces dd  you make) 
d Why &d you choose your areas of concentrauon (prograrnmauc focus)) 

a Dd your development partners and customers partmpate m the 
development of the plan) How> 

How does what you propose relate to 

3 natlonal needs and pnonues 

d actwlties of other development partners 

3 pnor USAID experience -- m the country and elsewhere m s ~ d a r  settmgs 

USND's cornparatwe advantage2 



i* Would you have a greater impact if you did fewer things, e g , had fewer 
SOs) 

i* Do you have the resources to manage a program of this magnitude, including 
human and financial) What would be the impact of fund~ng at the lower 
level) How would the results be different) 

2 About your strategic objectives 
The SO is the most ambitious result that USAID, with its development partners, 
can materially affect in five years and for which it is willing to be held 
accountable It forms the standard by which USAID is willing to be held 
responsible and should be linked to one Agency goal or objective It is always 
expressed in terms of an end result or final impact 

Are the expected results at the SO level 

=? clear 

5 objectively measurable What are the performance indicators and data) 
(Are or  when will baseline data be available, with what frequency will results 

- 
'* data be available)) 

precise What is the magnitude of the expected change, in what conditions, 
at what points in time, among what populations/instnut~ons/or conditions) 

* significant Are these national, regional or other level changes) 

5 equitable (and people level) How do they impact on the condition of men 
and women) How do they affect d~sadvantaged populationsJ 

a feasible Given experience and current development theory) 

What are your assumptions for the achievement of these SO9  How will you 
monitor these assumptions~ 

What are the roles of your development partners) 

3 About your results frameworks (for each SO) 
3 What intermediate results (including those key results by other 

development partners) are necessary to achieve the strategic objectwe) 

How will these be monitored (performance indicators and targets)) What 
are the underlying development hypotheses (cause and effect linkages), 

* What are some (~llustrative) approaches that USAID will use to achleve these 
results) 

Are the approaches and activities proposed consistent with current 
development theory in that sector, experience in the country and/or 
elsewhere) 

-1 What are the estimated resources required to achieve these results) 

Harrzett Destler, 9/27/95 



Monitoring and Evaluating 
Performance 

To effectively manage for results, 
operating units must regularly 

collect, review and use 
information on their performance. 
Performance information plays a 

critical role in planning and 
a%- management decisions. 

Program Performance Measurement Systems are deslgned to 
provlde llmited performance lnformatlon - using a few key 
performance indicators - for each Intermedate Result as well as the 
Strategx Objective The reported progress, as indtcated by these 
few measures, allows the managers to monitor what is being 
achieved over tlme tn order to judge whether the development 
hypothesis and its accompanying activities are actually delivering the 
desired results Therefore rellable performance measurement data 
are crucial to makmg Important strategic declslons and managlng for 
results 

Unfortunately basic ~erformance measurement data do not tell the 
managers why certain results are belng achleved or not To get this 
mformatlon, which is often cruclal for decision-makmg, teams may 
have to conduct evaluations that test their assumptions, the cause- 
and-effect linkages in their program and the emergence of new 
constraints withln the development environment 



Monitoring and Evaluating 
Performance 

Conduct reviews and 
evaluations at least once a 
year to assess performance 

against expected results 
and to monitor validitv of 

critical assumotions. 

Whde performance reviews are to be conducted at least once a year, 
it is important to note that these revxews are not ~rirnardy for use or 
review by AID/W The principal reason for the reviews is to 
provide operating units with ~erformance information needed to 
better manage for results 

It also is important to understand that the need for (at least) annual 
performance reviews is based on best practices developed by the 
Agency and its operating units These best practices clearly inctcate 
that using performance data to inform management decisions is an 
essential part of the plannmg/achlevmg/monitoring & evaluation 
cycle 



Participation in Performance 
Measurement 

Performance reviews should include 
customers and partners when deemed 
appropriate by the operating unit 
Customers and partners should be 
included in planning performance 
measurement, and in 
Collecting and interpreting performance 
information 

The strength of a performance measurement system is not in its 
ability to report on results but its abllity to provide performance 
information which is used to manaee for results The "users" of this 
information include USAID, its partners and agents who implement 
its programs Therefore an effective performance measurement 
system requires developing an understandtng and agreement among 
the operating unit, its partners and agents as to what's to be achieved, 
specifically what "achievement" will look like, and how will 
important performance management decisions will be made Toward 
this end, teams are encouraged to actively include their partners and 
agents in the formulation of ~erformance indcators and subsequent 
performance renews conducted by the strategic objective team In 
addition to benefiting USAID program performance, USAID'S 
partners and implementers mlght benefit from thls involvement by 
declding to adopt a performance measurement approach for thelr 
own organizations 



What is to be monitored? 

Higher r [  : 
as lower 

e 

levels /+ 

Results at all levels 
Strategic Objectives 
Strategic Support Objectives 
Special 0 b jectives 
Intermediate Results 
Critical Assumptions 
Outputs & Inputs 

Whde performance reviews are required for all the areas mentioned 
above, operating units are only required to report to their bureaus on 
strategic objectives, special objectives and strategic support objectives 
Desplte the fact that operating unlts only report to Washmgton on their 
SOs and key IRs, they will want to carefully monltor the valihty of their 
development hypothesis for whch they wdl need performance 
information on the lower levels Some of t h ~ s  Internal monitoring and 
evaluation wdl be conducted by the Strategic Objective Team and other 
monitoring and evaluation (actmty-level) wdl be the concern of the 
Results Package Team 

Internal monitoring and evaluation of interme&ate results and activities 
may well lead the RPT and SOT to modify their tactics or even their 
broader development hypothesis These data will also be useful should a 
change in any of the strategic-level objectives be planned by an operating 
unit, as it is possible that the bureau may ask for other relevant 
performance information before a change in the management contract is 
agreed to 



Freqtrency of collection of petformance data - 
"E203 5 5 (4) Collect~on of Performance Data Frequency and Standards 

Specific tlmeframes and standards shall be applled when collecting performance data 

a) For mdicators Comparable data for all performance indicators of 
strategic objectives and USAID-funded intermedlate results, as well as for 
strategic support objectives, shall be collected and reviewed on a regular basis 
(comparability refers to tracking a performance indicator over time, not to 
comparison across strategic objecuves or operating unlts) 

- To the extent possible, some comparable data for each strategic objective 
strategic support objectwe and special objective shall be collected annually 
That is, where possible, shall be collected every year for each strategic objective, 
strategic support objective and specla1 objective 

- To the extent possible, some comparable data for each USAID-funded 
intermedlate results shall also be collected annually However, annual collectlon 
1s not required until the polnt in time at whlch progress towards the 

a e r m e d l a t e  results IS antmpated to begin 
- For performance indlcators for which annual data collection 1s not practical, 

operating units wdl collect data regularly, but at longer time ~ntervals 
- To the extent possible, the principles described for performance indicators at the 

operating unlt level shall be applled to the performance indrcators of Agency 
goals and objectlves 

(Refer to Supplementary Reference 203 6 13 for additional lnformatlon on 
collecting performance monitoring data ) 

b) For critlcal assumptlons and results supported by development partners The 
frequency of data collectron, as well as the level of detail and degree of 
comparablllty of the data collected, shall be determined by the SO team The 
data collection process for monitoring critical assumptlons and results supported 
by development partners s generally not expected to be as rigorous or systematic 

as the data collectlon process for monltorlng performance lndlcator of SOs and 
USAID-funded results However, the mformat~on collected must be at a level of 
detail and quallty that Insures the SO Team has an accurate understandmg of the 
progress belng made toward each partner-supported intermediate result and 
whether each critical assumption continues to hold (refer to Supplementary 
Reference 203 6 10 for additional lnformatlon on monitoring critlcal 
assumptions and non-USAID funded lntermedlate results )" 



Identifying and selecting quality 
perfbrmance indicators 

SO'S and IR's should ... 

+ have at least one indicator 
through which to track 
performance 

+ each indicator will have a 
baseline and a target 

The operatmg unlt only reports to USAID/Washingon on the 
performance mdcators for the SO and the key IRs determined by the 
Strategic Objective Team However, operating unts wdl want to 
establish and monitor performance measures for lower-level results in 
order to manage for results This lower-level monitoring might be 
delegated to Results Package Teams who would report occasionally 
to the Strategic Objective Team 



Performance Indicators serve as barometers 
of program performance... 

. .. and the qudity of the indicators you use 
matters ! 



Performance Target and 
Baseline 
+ Performance Target 

+:+ The specific intended results to be achieved 
within explicit timeframes, against which 
actual results will be compared and assessed 

+ Performance Baseline 
+:* Value of an indicator at the beginning of 

(and/or pnor trends to) a performance 
penod, the basehne s used for companson to 
- 

measure progress toward a result 

The baseline measure establishes the reference point for the start 
of the program period In some cases, planners may want to go 
back several years to correctly portray the context in which 
progress will be made 

Specific targets are identified for each year (or measurement 
mterval) of the program and it is against these targets that 
performance is judged 



- 
4 

CC Strong - 
performance Indicators 

r\ 

+ Direct 

From a reward notice 
bosted in Uganda's Kibale 
I 

Natjonal Park' 

W e  are conducting an experiment to 
measure how far elephants carry seeds 
before dropping them out in their dun9 
7-0 do ths we have been markmng scme 
frutts ~n a rurrber of drfferent are= all 
over  the Park wkh mall yeflaw pl&c 
nutnbered tnariterr 

We are offenng a reward to people 
who find the eaten markers tn the 
elephant dwq and who can take one of 
US t o  the exact locabon of the 
e@phmt dung each markar w a  f w n d  
In We wwld apprectate your efforh in 
helpmg us to retneve U-ese markers by 
t&ng the  b m  to quickly lock thrwgh 
each elephant dung pile that 
2ncOunter tn your ordmary work or 
2Ven during your off tme 



The performance indicators for a result should be . . . 
DIRECT 

PRECISE 

UNIDIMENSIONAL 

- - - * 
ADEQUATE 

QUANTITATIVE 

QUALITATIVE 

DISAGGREGATED 

PRACTICAL 

The measures should be straightforward and at the 
same levels of the results for which they have been 
developed They should be grounded in theory 
and practice and represent acceptable measures to 
both proponents and skeptics 

Proxy ind~cators can be used when it IS not 
practical to gather data for a direct mdicator on a 
regular and timely basls When proxies are used, 
they should be as directly related to the relevant 
results as possible 

and framed In operat~onal terms 

An indicator should measure only one 
phenomenon so ~t can be clearly understood and 
useful for decision-makers 

As a group, they measure the strategic objective or 
intermediate results effectively and efficiently 

if possible, but 

where necessary 

where appropriate, by gender, age, urban-rural, 
poor-non-poor, etc 

The mdicator should permit cost-effective 
collect~on of data on a timely basis, i e at a 
frequency that 1s consistent w ~ t h  management 
needs Practical data are amenable to the 
collection of 

READILY AVAILABLE DATA, 

Q U A L I N  DATA (data wlll be reliable and 
valrd), 

TIMELY DATA (data will be current and 
regular (generally, every 3-5 years for strategic 
objectives, every 1-2 years for key intermed~ate 
results), 

COST-EFFECTIVE DATA (costs of data 
collection will be reasonable) 



Indicator Directness 

+ Indicators are direct measures 
of the SO or IR 

+ If direct indicators are not 
feasible, use credible proxy 
measures 

* 

EXAMPLES: 

Criteria: Indicators are direct measures of the 
SO or IR 

Good Examples 

SO Increased non-tradmonal exports 

Indicator total dollar value of non-tradmonal exDorts 

SO Increased use of modern contraception 

Indicator modern contraceptive prevalence rate 



Why Use Proxy Indicators ? 
+ Only use indirect measures (proxies) 

when data for direct indicators are not 

available or feasible to C O ~ C ~  at 
regular intervals 

+ Examples. . . 
*:* number of new nn roofs as a proxy measure of Increased household 

Income 
*:* pubhc confidence In the judiciary as a proxy measure of a more 

z> responswe democratic lnshtuhon 
+ carpet wear and tear as a proxy measure of the populanty of a 

lPrmP museum exh~bit 

See examples on the next page - 



EXAMPLES: 

Criteria: If direct indicators are not feasible, the proxy 
measures used are strong 

Good Example 

practices 

Dlrect Indtcator 

IR Increased transfer of enwonmentally sustamable f a m g  

, numbedpercentage of farmers usmg x 
number of speclfic enwonmentally 
sustamable pracuces 

Proxy Indtcator 
A* 

number/percentage of fanners narned to use 
x number of specdic enwonmentally 
sustamable pracuces, 
aY 

amount of sales of equpmendrnatenals 
requued for use of spec& enwonmentally 
sustamable pracuces 

Poor Examples 

SO. Increased conservauon of natural habltats 

Indrcator number of park vsitors 
Indcator percent of park cosn m a  from pnvate sources 

IR Increased use of enwonmentally sound agricultural pracuces 

Indcator rate of sod eroslon 

IR Increased guls' access to educauon 

Indtcator pnmary school enrollment rates total 



Indicator Precision 

+ Indicators are framed 
in operational terms 

+ Indicators are 

EXAMPLES: 

Giteria: Indicators are Framed in Operational 
Terms 

Poor Example 

# of successful exDort firms 

Good Example 

# or O/O of export fm 
expenencmg an annual 
increase in revenues of at 
least 5% 

See more examples on the next page - 



EXAMPLES: 

Criteria: Indicators are unidimensional 

Poor Examvles 

- value of mvestment and 
revenues of export fm 

- kteracy and pnmary school 
enrollment rates 

Good Examvles 

- value of mvestment of 
export imns 

- value of revenues of export 
firms 

- pnmaly school enrollment 
rate 



Indicator Adequacy 

+ Taken as a group, the 
indicators adeauatelv 
measure the SO or IR 
(better, not more, 
indicators) 

EXAMPLES: 
Criteria: Taken as a group, the indicators adequately 

Poor Example Good Example 
measure the SO or IR 

I 
Resource use polmes and 
regulations passed and 
lmplemented 
- forestry laws passed 

and Implemented 

Increased use of chlld 
survlval services 
- vaccinatlon rate 

Resource use pollcles and regulatlons passed 
and lmplemented 

- forestry laws passed and implemented 
- leg~slation to increase number and size of 

protected areas passed and implemented 
- coastal management regulatlons 

Implemented 

Increased use of cbld survival services 
- vaccinatlon rate 
- Oral Rehydratlon Therapy use rate 
- Acute Respiratory Infection case 

management 



Disaggregating Performance Data 

Disaggregate indicator data by: 
+ Sex 
+ Age 
+ Ethnicity 
+ Location (urban, rural, regional, etc) 

whenever these distinctions could point 
to significant differences in measuring 

ask- the IMPACT of your results 

EXAMPLE : 

Criteria: Indicators are Disaggregated Where Appropriate 

I Poor Examdes I Good Exarndes 

S 0 Increase f orelgn exchange 
revenues 

IR Increased tounsm receipts 
3 # of male tounsts 
* # of female tounsts 

SO Increased a g n c u l d  producuon 

IR Increased adopuon of unproved 
producuon technologies 
# /O/O of male- headed farm 
households adopmg unproved 
technology 
# /% of female- headed farm 
household adopmg unproved 
technologies 



Practicality ? 

Are the data associated with the seIected 
indicator practical? Ask whether: 

+ Quality data are currently available 
+ The data can be procured on a regular 

and timely basis 

+ Primary data collection, when 
necessary, is feasible and cost-effective 

BEWARE 

Printed data, llke rumors, have the unfortunate 
property of gaining the appearance of rellabillty 
and respectability as they are successively quoted 
and go from hand to hand 

n7efollo wzng szx pages o ffev slrggestzons for low - cost 
- - 

methods of cdectzngpv&ary data and ways to 
assess the usefulness of secondary data 



DATA GATHERING TECHNIQUES FOR 

CONDUCTING RAPID, LOW-COST STUDIES 

The most common data gathering techniques used in conducting rapld, low-cost 
studies are dlscusslons wlth key informants, group interviews, gulded interviews, 
observation, lnformal surveys, and rapid, non-random sample surveys These 
techniques are described in greater detall below1 

1 Key informants In the key informant method, the researcher seeks the desired 
informatlon from a few people in a community or organlzatlon who, by virtue of 
thelr posltlon and role, are knowledgeable about the phenomenon under study Key 
rnformants are usually those who are better off, better educated, and more powerful 
(e g , the village headman, local school teachers, or the head of the local women's 
organlzatlon) Although there are dangers of bias (whlch can be offset by also 
tallung to the disadvantaged and less powerful members of the community) , these 
individuals can provlde valuable lnsights Thls technlque can be very useful, for 

- ~ ~ m p l e ,  In obtvnlng information concerning the following 

* Anticipated and unanticipated effects of program activmes 

* Community-level constrams to effect~ve implementation 

2 Group lnterviews This soclal science technique brlngs together a small group of 
people for an extended dlscusslon cued by a serles of questions or drscussion topics 
put forward by the investigator Thls technlque IS also referred to as "focus group" 
lnterviews The discussions usually last 30 minutes to 1 hour A degree of rlgor is 
imposed by conducting group Inter vlews wlth both project partlapants and 
nonparticipants One advantage of group lnterviews is that there is a tendency for 
mutual checking That IS, if one group member mlsrepresents certain toplcs, the rest 
of the group usually speaks up to correct any false impressions A disadvantage 1s 
that sometrmes a few mdividuals or special interests may dominate the discussion 
The group Interview technlque can be useful in obtalnmg informatlon concerning 

the following 

* Partrcrpants' perceptions of program benefits and equity 

The degree to whlch certain program components are working out as planned 

Community partmpatron In and understanding of the program activities 

1 This section draws, In part, on two sources Robert Chambers, "Shortcut Methods for Information 
Gathering for Rural Development Projects, Paper for World Bank Agriculture Sector Symposium, 
January 1980, and Daniel Santo Pletro (ed ) , Evaluation Sourcebook for Prlvate and Voluntary 
Orrran~zatlons, Amerlcan Councll of Voluntary Agencles for Foreign Servlce, Inc , 1983 



3 Guided interviews In conducting gulded Interviews, the lntervlewer uses a 
checkllst of questlons as a flexlble gude rather than a formal questionnaire 

Not all polnts are ralsed In all Intervlews, but a composite plcture usually 
emerges after several interviews The checkllst has been found to  be an effectwe 
tool for qulckly dlagnoslng farmmg problems and opportunmes It IS a valuable 
technlque for lnvestlgators wlth professional trainlng but wlthout extenslve 
field experience A drawback of thls technlque IS the dlfficultv In organlzlng 
the data generated from these dlscusslons The p d e d  lntervlew can be useful 
In o b t a l n q  lnformatlon such as the f o l l o w ~ n ~  

* Farmers' perceptlons, problems, and use of new technological packages 

* Famllles' use and acceptance of famlly plannlng methods 

* Famllles' use of health servlces 

* Vlllage/household acceptance and use of potable water ~nstallatlons 

4 Direct Observat~on Observat~on IS fundamental to the lnvestlgatlon of almost 
4%- any phenomenon Observat~on techniques mvoh e viewing activities 

Observations of program results or actlvltles can be obtrusive (everyone knows 
why the evaluator IS there) or unobtrusive (people are not told the real purpose of 
the vlsit) For evaluatwe purposes, observation must systematlcallv try to answer 
specific questlons Evaluators need to agree on time (how much is adequate at 
each site') and focus (what wlll be observed?) 

Observatlon IS useful for gaming Insight into behavior To obtain information on 
the sanltatlon practices of villagers, ~t may be more useful to observe 
(unobtrusivelv) whether soap is available m washing areas than to ask directly A 
variation of thls approach IS called "participant observat~on " Observers 
participate In program actlvitles and prepare regular reports on thelr perceptlons 
The advantages of observation are that it IS easy to do, requires minimal 
preparatlon, and IS useful In ~dentifkmg unmtended as well as intended activity- 

level results A disadvantage is that the analysis depends heavllv on the 
perceptiveness of observers and will be Influenced bv their b~ases These 
deficiencies may be partly compensated for by carefully selecting a balanced team 
of observers 
Observat~on can be useful In obtalnlng lnformat~on concemmg the followrng 

* The nature and effectiveness of the ~mplementatlon process 

* Vlllager partlclpatlon In program actlvltles 

* Farmer contrlbut~ons to  operation and maintenance 



5 Informal survevs2 Both quantitative and qualitative data can be gathered through 
informal surveys incorporating innovative features There are two principal types of 
informal surveys 

The first type is based on the use of proxy indicators For example, to  assess quality 
of life, a researcher may gather information on household roof and floor materials and 
quality rather than attempt to gather precise household income data By using 
innovative ind~cators, the investigator tries to get a general Idea of the situation 
wlthout undertalung comprehensive surveys that dlrectly measure standard 
indicato rs 

Another promising approach3, which has already proven useful In farming systems 
research, can be termed "informal, multi-disciplinary surveys " In such surveys, a 
multl-dwciplinary team (e g , agronomists, economists, anthropologists) spends one to 
two weeks in the project area interviewing farmers and community leaders Team 
members compare notes, exchange ideas, and write up their report This mutual 
c h e c k q  by all disciplines encourages accuracy and contributes to a broad-based, yet 
integrated perspective In farming systems research programs, for example, this type 
of survey has been used to orlent the research program, but it can also be used to 
i-':~?:ify on-farm changes that have taken place 

6 Rap~d, non-random sample surveys Rapid, non-random sample surveys are 
distingu~shed from random sample surveys in two ways Flrst, the number of 
variables 1s kept to a minimum Only a few questions are asked, and an interview can 
usually be completed wlthin five to ten minutes Second, the norm of random 
sampling 1s abandoned in favor of a purposive sample which 1s deliberately kept small 
Because the number of variables is lim~ted and the sample size IS small, the data can be 
quickly tabulated manually, thus facilitating rapid analysis 

One d~stinctive advantage of these surveys is that they can generate quantitative data 
which can be stat~stically manipulated Only sampling error cannot be estimated for 
them Moreover, because of their smaller size, non-sampling errors remain low, 
which enhances the validity of findings Non-random sample surveys are otherwise 
conducted like other surveys 

Rapid, non-random sample surveys can be useful in providing information concerning 
the following 

* Agr~cultural production levels and adoption of new technologies 

Use of and access to health servlces 

* Irrigat~on Systems operation and maintenance 

2 The chscusslon of Informal surveys and rapid, non random sample surveys IS taken from Krlshna 
Kumar, "Rapid, Low Cost Data Collection Methods for Project Design, Momtoring and Evaluation 
O u t h e  of a Proposal," USAID , Center for Development Information and Evaluation, July 1985 

3 Dr Peter Hrldebrand has developed and used this approach at the Institute de Clencia Technologla 
Agrlcola (ICTA) in Guatemala (See "Summary of the Sondeo Methodology Used by ICTA," prepared 
for the Workshop on Rapid Rural Appraual, 26-27 October, Institute of Development Stuches, 
Un~vers~ty  of Sussex, 1979 ) 



Common Problerns/Issues with Using Secondary Data 

Data ualzdzty and relzabtlzty The data do not reflect reaLty on 
the ground 

Data configuratzon 
and prectszon The data are not in a form whlch is 

useful to the manager/evaluator 

Zmeltness The data are not avadable at 
tntervals approprlate to the 
managerts/evaluatorts needs 

Access - short and long term The manager/evaluator is not able 
to get and use the data throughout 
the duration of the program 

-* 
20 Questions to Ask When Assessing 

the Usefulness Secondary Data 

General Questions whlch ralse red flag and provlde context 

1) If simmlar data are avadable from other sources, are they consistent 
with the data under review, I e , external consistency) 

2) Are the data internally consistent, i e , when summed, do subtotals 
equal totals, or, are there any large unexplaned variations ln the 
data from one perlod to the next) (Numerical errors ralse questions 
of overall valid~ty ) 

3) For what purpose and to answer what questions were the data 
origmally collected) 

Data Collection and Analysis 

4) What method was used to orlgmally collect the data (e g , formal 
survey, observation, remote sensing, Informal survey, mterv~ews, 
self-reportmg, etc )) 

NOTE. If data were collected by some method other than a formal 
survey, it is stdl important and approprlate to consider the 
representatlveness of the data 



For Formal Surveys - When Probabtltty Sampltng zs Used 

5)  Did every unlt (mdmdual, household, firm) in the target 
populatlon have an equal chance of betng selected, 

Related to questlon #5 

6) Is the sampllng frame (1 e , the llst of units 1n the target 
populatlon) up to date) 

7) Is the sampling frame comprehensive (and for area frames, are 
the geographx segments mutually exclusive)' 

8) Is the procedure for drawing the sample truly random, 
includmg replacement (e g , simple random, cluster, sequential - 
wlth non-ordered sampling frame, etc), 

-* 
For Formal Surveys - When Probabzbty Sampltng zs Not OSed 

9) For data collected through self-reporting instruments (e g , 
mail-in surveys) what proportion of the targeted unlts actually 
provlded mformatlon, 

For Any Survey 

Were the enumerators well tramed, How were they trained, 
Was there any candidate deselectlon or other quality control) 
Were the enumerators insiders or outsiders) 

Was care taken to mmnimize the effect of the potenttal for 
personal bias the enumerators may bring to the exercise) 
(Were any of the survey questions "cookedn or leading to a 
certaln type of response') 

Dld lncentlves exlsts for respondents to provlde incomplete or 
untruthful mformation, whether it be for economdfinancial 
reason (taxes), soclal/cultural reasons, mlstrust of the 
enumerator or because the respondent was trymg to please the 
enumerator' 



Were the questions ln the survey/questlonnalre clear, dlrect 
and easy to understand, (If you don't get to see the 
questlonnalre to verify the questions you can't be sure of the 
quality of the responses ) 
For self-repornng mstrument, were adequate lnstructlons 
provided to the respondents' (This is a source of considerable 
survey error ) 

Were all units in the Intended sample contacted and asked for 
mformatlon, If not, was there a systematic or non-random 
exclusion of units' (Without some rellable system the data wlll 
not be representatwe ) 

Were the raw data transferred, transcribed, organized and 
analyzed in a careful and appropriate manner' (Each time data 
are handled the chance for error increases ) 
Are the data currently ln a form/format whlch wlll meet the 
needs of the manager or evaluator, If not, is it possible to 
reconfigure the data or get access to the raw data' (With access 
to the raw data, the analyst can posslbly cross-reference data 
categories ln order to test for valldlty and deepen the analysis ) 

Timeliness and Access 

18) Does USAID have, or can it get, access to the data' Is it 
reasonable to expect contmued access for the duratlon of the 
program' 

19) How often are the data collected' Does this meet the needs of 
the manager or evaluator' (Is data collection consistent -- data 
collected d~fferently can't be compared easlly ) 

20) Is there any reason to belleve the data will not contmnue to be 
collected in accordance wlth the planned schedule, e g , the 
track record of anrlclpated tnstltutlonal or budgetary changes' 



Monitoring plans should include: 
Definition of each indicator and unit of 
measurement. 
Description of indicator data source. 
Method of data collection or calculation. 
Frequency and schedule of data collection. 
Team or individuals responsible for 
ensuring data availability at the operating 
unit. 

The followtng seven pages provide a descriptton and examples of 
a program performance monitoring plan Although the 
examples used here are ltmited to the strategic objectwe and the 
first level of intermediate results, the same plan also can used to 
monitor results at all levels Thls plan is based on actual 
operattng untts' "best practices" and has proved useful tn 
managing for results 

Such plans are for operatmg untt's management purposes and are 
not intended to be used for reporting nor as a substitute for the 
results-revlew portlon of the R4 Performance measurement 
plans such as these would be indispensable to managers 1x1 helptng 
their organtze their data collectton and monitoring efforts 



Graphlc Tools for Plannlng and Managing Performance 
Measurement Systems 

The four tables contained In this section present examples of tools which can be used 
for planning, documenting and managlng the performance measurement process 
Included are tables depicting the performance measurement plan and data tracking at 
the levels of the strategic objectwe and key intermediate result These tables are 
mended as models that operatmg units (M~ssions, Bureaus, et a1 ) can use In 
developing plans within t h e ~ r  SO and RP team as well as with their partners and 
implementing agents 

Two sets of tables are provided here The first set of examples (Tables A & B) 
illustrates a performance measurement plan 

* Table A erformance Measurement Plan for Strategic Objective 1 (seepage 72) 
* Table B Performance Measurement Plan for Intermediate Result 1 1 (seepage 

74 For key zntermedzate result the SOTor  responszble RPT wzll want to 
generate a table lzke thzs one) 

2iC 

The second set of tables (Tables C & D) Illustrates the track~ng of performance data 
for Tables A & B These summarize key pleces of information about indicators, data 
sources, data collect~on methods, schedules and parties responsible for performance 
measurement tasks These tables also provide as management tools for monitoring 
the performance measurement process 

* Table C Data for Strategic Objectwe 1 Baselme, Expected Results, and Actual 
Results (see page 73) 

* Table D Data for Intermed~ate Result 1 1 Baseline, Expected Results, and 
Actual Results (seepage 75 Stmzl~rly, addztzonal tables can be generated for 
trackzng data on each kev Interrnedzate Result) 

The following definmons describe the contents of the columns in the performance 
measurement and data tracking tables 

Tables A & B Performance Measurement Plans 

Performance Ind~cator A performance mdlcator is a quantitative or qual~tatwe 
dimension or scale to  measure program results against a strategic objective or a 
program outcome A ind~cator should be a precise, direct measure of the 
relevant objective, it should be pract~cal (I e , data are available or  can be generated), 
and disaggregated (by gender, rural/urban, etc ) where possible and appropriate If 
the objective being measured 1s focused and appropriately l~maed,  only a few (or even 
only one) performance mdicators are needed per strategic objective or program 
outcome 



Indicator Defin~tion and U n ~ t  of Measurement These two items are combmed Into 
one column, but both aspects are important State exactly what it 1s that's going to be 
measured Picture yourself as an evaluat~on officer who comes In a few years later 
and needs to know exactly how to repl~cate the data collection What, precisely, 1s 
the ind~cator, and what 1s the exact unit of measurement) What are the numerator 
and denominator for t h ~ s  md~cator, For example, suppose the objective 1s to increase 
the practlce of contraception The rough ind~cator m~ght be the "number of women 
who practice one or more forms of contraception on a regular basis " How do we 
define a "woman" here (age range, only women in unlon or all women, only women 
who live In certain geographical areas or m the entire country, etc ) How do we 
define "forms of contraceptionJ" What do we mean by "on a regular basis}" Are we 
lookmg only at the absolute number of women, or the number as a percentage of 
some whole (and ~f the latter, what 1s the whole') We could use a completely 
different unit of measurement, e g , instead of counting women who meet our criteria, 

we could count person-months of contraceptive use Another example If the 
indicator IS something like "annual percentage Increase In gram production," we need 
to define prec~selv what we mean by "gram product~on" (which grams, where, etc ) 
ana'we need to identifv the precise unit of measurement, e g , metric tons 

Data Source Exactly where will the mission get the data, From whom and through 
what mechanism (a report, a survey, etc ), W~l l  the data simply be extracted from an 
Item on the monthly reports of extension agents to a coordinating office) Will the 
data come from a spec~fic questlon on an annual survey of households, or from a 
quarterly report from the Ministry of Fmance' Agvn, be as specific as possible For 
mstance, if the report has a number, glve ~ t ,  d a specific table in a report 1s the data 
source, provide t h ~ s  mformation also Note that a box for "spec~al" or "linkage" 
studies IS not rncluded If a data source will be a special study, then the data that 
study wlll produce should be described here 

Method/Approach of Data Collection Thlnk replication when fillmg out this 
column How would a newcomer a few years from now know how to collect simdar 
data' Are there any details that should be noted) If so, do so This u useful not only 
for those collectmg the data, but also for those interpreting them While "Data 
Source" (the prevlous column) might provide the specifics of the source (e g , Table 
10 4 of the Ministry of Planning and Development's quadrenn~al report of its Rural 
Household Budget Survey), "Method/ Approach" might provide deta~ls on the 
structure, interpretation, etc of the data (e g , the Rural Household Budget Survey IS a 
nat~onal survey of a random sample of heads of households in all rural communities 

w ~ t h  less than 500 population) This column seems particularly relevant in those cases 
in wh~ch a special study IS cited in the "Data Source" column If you need more space 
for description, use a footnote and write in the Comments/Notes box at the bottom 



Data Acqu~slt~on bv M~sslon Acqumt~on here refers to the actual arrwal of the 
data rn the M ~ s s ~ o n  Depending on the data source, t h ~ s  can mean one of two th~ngs 
M ~ s s ~ o n  staff themselves are respons~ble for collectmg data at t h e ~ r  source, or  the 
M~ssion IS recelvlng data collected bv someone outs~de the M ~ s s ~ o n  (government 
partners, NGOs, contractors, etc ) In e~ther  case, thu column lnd~cates who at the 
M ~ s s ~ o n  IS respons~ble for ensurlng that data are actually ava~lable at the M~ss~on ,  and 
how often and when those data are to come Into the possession of M~sslon staff 

Data reeularlv ava~lable at M~ss~on )  Stated as a questlon, t h ~ s  column lets 
performance measurement managers know ~f the data referred to in the prevlous 
column are actuallv ava~lable for use at and by the M w o n  Whether the data are to 
be collected d~rectly by M ~ s s ~ o n  staff or by people outs~de the M~ss~on ,  the crlt~cal 
questlon here IS, "Are the data ava~lable)" A ample "ves" In t h ~ s  column md~cates 
that the M ~ s s ~ o n  has begun to  acqulre data and can proceed to analysrs and reportmg 
"No" prov~des a remmder for ~erformance measurement managers to contmue 
tracking t h ~ s  Important actlvltv to make sure data wlll be available on schedule 

Analvsls and report in^ The last step before actuallv uslng performance 
meLsurement mformat~on 1s data analys~s and reportrng The final column on t h ~ s  
table simply md~cates who IS res~ons~ble  for these tasks and when the varlous 
M ~ s s ~ o n  reports are due As IS the case In the two prevlous columns, the analysls and 
reportmg mformat~on allows managers to monltor progress In ~mplementlng the 
performance measurement plan 

Comments/Notes Use as you wlsh T h ~ s  may be the place to document key 
assumptions b e q  made In the cho~ce of specific ind~cators and means of data 
collect~on, so that the next person wdl be able to  understand 

Tables C & D Data Tracklng Forms 

Baselme Data T h ~ s  column IS rather self-ev~dent, evcept for how one defines 
baselme data One definmon IS as follows data that reflect condmons ~mmedlately 
prlor to the beg1nnlng of the strategic object~ve program (not necessardy the 
present) Bv " beg~nn~ng," we mean when a malorltv of the elements of the program 
were in place (or, ~f ~ t ' s  a brand new program, wdl be In place) If that was three 
years ago, then the baselme data should be those data closest In tlme to three years 
ago If the program 1s well underway and there are no baselme data, the baselme will 
have to be those data collected as soon as posslble In the near future If thls 1s the 
case, ~t should be clearly noted 

Expected and Actual Results T h ~ s  column reflects progress In ach~evlng results 
over tlme by comparing 



Program Pevformance Case Examples 

TABLE A PERFORMANCE MEASUREMENT PLAN FOR STRATEGIC OBJECTIVE NO 1 (an dlustratlon) 

STRATEGIC 

$ valut of non 
tradltlonal 
export\ 

PERFORMANCE 
INDICATOR 

-- 

! Non 
tradrt~onal 
exports as a % 
of total exports 

3BJECTIVE 1 

Definltlon All 
exports except 
gold, coma, 
~ l ~ ~ t r t ~ l t y  and 
round logs 

INDICATOR 
DEFINITION AND 

UNlT OF 
MEASUREMENT 

D e f l n ~ t ~ o n  Value 
of total non 
tradrtlonal exports 
dlvlded by the 
value of all 
exports 

DATA 
SOURCE 

COMMENTS/ NOTES 

ncreased pr ivate  

Government 
Export 
Promotion 
Coun~11  ( (31  P C ) ,  
Trade & 
Investment 
Monltorlng Unlt 

( T I M Y  

DATA I SLHEDULE/ I RE5JFW;LE I SCHEDULE BY RESPONSlBl E 
FREQUENCI AT MISSION, I REPORT I OFFICE 

ME1 t {OD/ 
APPROACH OF 

e c t o r  n o n - t r a d ~  

GFPC collects 
the data 
monthly from 
Customs 
Department and 
aggregrates the 
data annually 
for 1 IMU 

GEPC collects 
the data 
monthly from 
Customs 
Department and 
aggregates the 
data annually 
for TIMU 

DAT;; ACQUISITION 
BY MlSSlON 

I 

anal expc 

Annual/ 
March 

ANAl YSlS & RFPOR? ING 
A I , 

REGULARLY 

Annual/ 
March 

'ts 

SO 1 team 
data analysts 

SO 1 team 
data analysts 

Yes 

Yes 

SO 1 
team 

SO 1 team 



TABLE B PERFORMANCE MEASUREMENT PLAN FOR INTERMEDIATE RESULT 1 1 (an illustration) 

INTERMEDIATE RESULT 1 1 h ~ r o v e d  mfrastructure needed for exDort exDanslon 

''ER'oRMANCt 
INDICATOR 

tecder road, 
rehabllltated 

2 kllonieters of 
l ~ c d e r  r o d s  
nl lint uned 

1NI)lC A7 OR 
DEI-INITION AND LJNIT 

OF MEASUREMENT 

resource COSIS 

(DRC) at 
wholesale level 
for yams 

peppers 
pineapple 
cassava and 
plantam 

Definition Feeder roads 
rehtbilirated in selected 
expon producing areas 

DAlA 
SOURCE 

lJ~iit C unid  it!\ e 
nunibc r of kllonieters 

Deflnlt~on Cunlulatlve 
kilonietcri of frtder 
rotds that ire maintamed 

METHOD/ 
APPROACH Of 

DATA 
C01 LECTlON 

U n i ~  Number5 of 
kilometers 

Definltlon Cost of 
inputs to  produce X 
product locally divided 
by average cost of inputs 
to produce X product on 
the internat~onal market 

Unit Index 

, COMMENTS/ NOTES 

DATA 
REGUt ARl 1 
AT AVAIl ABLE 

DATA ACQUISITION 
BY MISSION ANALYSIS & REPORTING 

Montlily Progress 
Report from 
Depan~nent of 
Feeder Roads 
Ro id 
Ma111tt n uit L 

M in lpZIlIcI11 
Sys t~ in  

i. 
5 I I / 
,R,q,,,c, 

v I I ~ - I X J I  1 ~ i )  
REPORT 

Monthly 
I'rcogres> Kc yon 
form Department 
of Feeder Roads 
Road 
Ma~nterl i r i u  

Management 
Sybttm 

N I  \I t ) ~ ~ t l ~  I 
OFFICE 

n t ~  O N ! ~ I ~ I  I 
0bF1Ck 

Speci 11 study Coeff~cients wdl 
be determined by 
averaging the 
DRC estimates 
at the wholesale 
level on specific 
road corridors m 
four regions 

4nriud/ 
June 

L\rlnual/ 
JUIW 

L\nnual/ 

July 

Infr i 
S I N C I U T S  

Results 
Package 
Teani (RP'I') 
dtr? in~lyst  

Infr? 
structure 
RI'T data 
analyst 

SO 1 team 
data analysts 

Yes 

Yes 

Yes 

R 4 

SO 1 team 
semi 
annual 
Intern 11 
review 

R 4 

SO 1 team 
seml 
annual 
mternal 
review 

Infra 
structure 
RI'T, SC) 
1 team 

The number of contractors tramed was dropped as an ~ n d ~ c a t o r  because it was determmed to be an input to  road mamtenance and rehabil~tatlon Also, Ind~cator 3 IS a 
measurement of the affect of the ach~evment of Intermed~ate Result 1 1 



TABLE C DATA FOR STRATEGIC OBJECTIVE 1 BASELINE, EXPECTED RESULTS, AND ACTUAL RESULTS 
(an ~llustratlon) 

1'1 HI c w h l  \NC L 
INDICATOR 

STRATEGIC 

1 $ value of non 
tradlt~ondl 
exports 

2 Non 
traditional 
exports as O/O of 
total exports 

1NI)IC A I c)H UA31 I IN1 
DEFlNlTlON 

AND UNIT OF 
M E A S U R E M E N T  

Defin~tion All 
exports except 
gold, cocoa, 
electr~~ity and 
round logs 

Unit $ In 
m~lllons 

Def ln~t~on 
Value of total 
non trad~tional 
exports divided 
by the value of 
all exports 

t l  
TXPTCTI  D A N D  ACTtJAf R r S l J I  TS 

I I I I I 

Increased 

1990 

1990 

ACTUAI I ACTUAL 

prl 

62 3 

6 9 

ACTUAL EXPED ACTUAI EXPED ACTUAI 

ate sector non-tr 

62 6 

6 3 



TABLE D DATA FOR IR 1 1 BASELINE, EXPECTED RESULTS, A N D  ACTUAL RESULTS (an ~llustrat~on) 

PERFORMANCE 
INDICATOR 

INDICATOR BASELLNt 
DEFINITION AND 

LJNI r 0 1  
MLASUKLMENl 

EXPEC 

I- 
'ED AND ACTUAL RESULTS 
I I I 

ACTUAL EXPED ACTUAL EXPED 

jroved mfrdst ructure needed for exDol L e x ~ a n s l o n  11 INTERMEDIATE RESULT 1 1 Imr 

D~flnltlon I ctcler 
roads rehabllltated In 
jele~ted export 
produc~ng areas 

Unlt C u ~ n u l ~ t i v e  
number of kllorneters 

Deflnltlon 
Cumulative 
kilometers of feeder 
roads that Are 
rnalntalned 

Unit Numbers of 
kllorneters 

Deflnltlon Cost of 
Inputs to p r o d u ~ e  X 
product lo~ally 
d~vlded by average 
cost of lnputs t o  
produce X product on  
the lnternatlonal 
market 

Unlt Index 



Are Evaluations Reawired? 

Evaluations are not 
required as a matter of 
formality. If they will 
serve no management 

need, evaluations should 
--- 

a not be conducted. 

Performance monitoring will indcate whether progress is belng made 
toward achieving results Evaluat~ons, on the other hand, are 
essential in answering WHY such progress has or has not been made 

Evaluation inform- 
ation IS crltical for 
management 
decrslons, and for 
thls reason 
evaluations -- whlle 
not required -- 
should be 
conducted when- 
ever necessary to 
inform the team's 
critical strategic and 
management 
decisions 

I Evaluations are... 

+ driven 4 by management 
I needs + integrated with 

performance monitoring 
I svstems 



Who decides when to evaluate? 

SO teams and RP teams, 
in consultation with: 

+ Partners 
4 Customers 

Operating unit senior 
*- - -- management 

Whde partners and customers are to be mcluded In dec~drng when to conduct an 
evaluatlon, ~t IS up to SO teams to determine whlch customers and partners to brmg 
into the decu~on-maklng process, and how and to what extent to include them 

Illustrative evaluatlon “triggers" could be 

J Monitoring indicates an unexpected (posmve or negatwe) result 

J A key management declsion must be made about the drrect~on of an 
actw~ty/result, but there IS inadequate information to gude the dec~slon 

J Annual (or periodlc rev~ews)with~n the operating unit or the host countrv 
identlfy key questlons to be resolved or questlons on wh~ch consensus must be 
developed 

J Formal or mformal feedback from partners or other informed observers 
suggests that implementation is not golng well or IS not meetlng the needs of 
intended customers 

J There IS a breakdown in a crmcal assumption or mtermedlate result supported 
by another donor 

J An operating unlt belleves extractmg key lessons learned or documenting 
experience IS Important for the benefit of other operating unlts or for future 
programming in the same country 



Reporting 
When to report? - Once a year 

To whom? - USAID/ 
Washington regional bureaus 

On What? - Progress in 
achieving strategic objectives 
HOW? - Through the ~ 4 '  

Operating units withln USAID Washington shall report to their 
respective central bureau (these Include the Bureau for Pollcy and 
Program Coordination (USAID/PPC), the Bureau for Management 
(USAID/M), the Global Bureau (USAID/G), and the Bureau for 
Humanitarian Response (USAID/BHR) 

Operating unlts within reglonal bureaus report to their respective 
regional bureau 

Whde the R4 is to be submitted once a year, some bureaus might ask 
that operating units submit the results-review portton of the R4 
before submittxng the resource-request portion of the R4 Such a 
declsion should be made in consultation with an operating unit's 
respective bureau 

* R4 = Results Review & Resource Request 

for more on thzs see the next page 



Requirements 

It is intended that the R4 be 
the only formal requirement 
for pertormance reporting 

by operating units to 

+ Future allocation of funds wdl be tied to results 

+ k i o n s  need to thmk carefully about spending money on actmitres 
that are not achieving results 

+ In order to 
maximlze 
results, 
mlssions w 111 
have the 
authority to 
sMt funds 
withm each 
Strategc 
0 bjective 

Results Review & 
Resource Request (R4) 

+ Annual review of progress 

+ Request for resources - 2 years 

+ Companson of results versus 
targets 

+ Lays out next year's milestones 



The R4 must include: 
I Factors affecting program 

performance 

I 4 Progress toward achieving 
strategic objectives. 

+ Status of management contract 
/ + Resource requirements 

-- -- - --- 

Factors affecting program performance 

* progress in the overall program, I e goals, subgoals or other broad 
programmatic Issues 

Progress toward strategic (and other) objectives 
* summary of data on progress toward ach~evin~ SOs, ~ncluding data on 

intermediate results where appropriate 

* analys~s of these data 
* ev~dence that USAID actlvlties are making a s~gnificant contribut~on to 

achievement of the SO 
* expected progress for the next year 

Status of the management contract 
* proposals for change/refinements at the SO level, if necessary 

* special concerns or issues, mcludlng discussions of how the customer 
Influenced the operating unit's assessment of progress and possible changes in 
the strategic plan 

* updated 11st of G and/or BHR actlvrtles in country 

Resource requirements 

* program funding request by SO, and OE (operating expenses), staffing, 
technical support from AID/W, and program development and support 
(PD&S) fundrng 



Moving to Implementation 

Results Package 

The basic managerial 
concept through which 

USAID may organize and 
execute work to achieve 
results within a specified 

time and budget 

A Results Package is ... 
Powerful, dynamic, flexible 
Free of organizational barners 
and lmnes 
Focused around a result, not 
mechanisms to accomphh the 
result 

In short, a results 

package (W) 
lncludes whatever it 
d take to acheve a 
specific result or set 
of results % d 
rnclude acuviues 
supported by the 
authonues and 
resources necessary 
to conduct everyday 
management tasks m 
a umely manner 



The ADS secnon 202 6 7 describes the charactenst~cs of results packages 

"Strategic objecuve teams create, mobfy and tennrnate results packages as 
reqwed to meet changmg clrcumstance~ pursuant to the ach&emeG of the 
strategic objecuve Thus, typically a results package d be of shorter durauon 
h its associated strategic objecuve Some of the charactensucs of results 
packages mclude speclficauon of 

- One or more results from the results framework h c h  personnel 
asslgned to the results package are tasked wth prodxmg, 

- The set of a m u e s  and thex respecuve agreements wth USAID 
development partners and customers deslgned to acheve one or more 
results from the results framework, 

- How acuvlues d acheve the Intended results mcl* Lnkages 
between USAID, mtermedanes and ultunate customers, 

- Personnel, mcl* appropnate USAID staff and representatwe of - - -  

partners and customer, mth the knowledge and cap&ity needed to 
%&-- deLver the speched result(~), 

- Responsibhues and authonues clearly defined with respect to the 
personnel asslgned to the results package, 

- F u n h g  from USAID and partner organmuons sufficient to cany out 
the acuvlues reqwed to deher the specified results, and 

- Informauon on the elements identrfied above as well as how 
performance d be momtored and measured, c m n t  plans and status 
of acuvlues and results achevement, agreements signed, mplernentauon 
letters and other relevant correspondence, any analysls performed 
precedmg, dunng or after compleuon of acuvlues, and other documents 
related to key declslons the asslgned personnel make m carrying out thelr 

The creauon of seved  RPs a n h  an RF IS reqwed under the ADS 
gtlldance An SO team (SOT could elect to have only one RP, wfuch would 
e s s e n d y  be synonymous wth its RF % mght be the case where an 
SOTS program was qute lunaed m terms of the magmtude of results to be 
acheved, therefore m p h g  a very moderate management burden In such a 
case, the full SOT would responsible to strategic management as well as 
actrvity lmplementanon and would therefore meet frequently to make all 
levels of management decaions necessaryto advance the program. 



In contrast to havlng one RP, an SOT could choose to create an RP for each 
and every IR m thelr RF, each RP conslstmg of one result The clear 
&advantage of tlus approach is that n would do Ltde to render the RF more 
manageable 

In most cases however, SOTs elect to form two or more RPs, each made up of 
a s d  set of IRs Usually these SOTs form smaller management teams that 
are held responsible for p l a u g ,  managmg and achrevq thelr specrfic set of 
IRs w d m  the RI? This subteam of the SOT n normally referred to as an RP 
team WT) 
In principle each RPT shares accountabhy mth the larger SOT for acluelevmg 
thelr part of the RF In the best case scenano, the SOT retam authontyover 
strategic-level declsions wide it delegates authonty to the RPT for malang the 
everyday management declsions necessary to achleve the RP Some mtssions 
have generated hhssion Orders relauve to t h  level of delega~on of authonty, 
others have had SOTs and RPTs develop d e d e d  team charters, and others 
hqzopted for rlus to happen d o d r  m t h  SOTs 

At a minimum a Results Package 
includes an association of. .. 

+ Results. and 
+ related Activities 

which make good sense 
for managing for results 



Note that an RF and an RP are very different sons of \\ 
tools While an RF is by definition about the causality of a h  
program's set of results an RP is a management unit S intended help SOTS manage their resources effectively in 
order to achieve results What binds a set of results versus together in an RF is their causal relationships, whde what 
associates a set of IRs together into an RP is common sense 

RPs in management The right association of IRs into well 
thought-out RPs can offer the SOT considerable value- 
added in terms of efficiencies or synergies toward the 
effective management of the program 

The key elements to consider when determming the best formulation of RPs are 

the size and ambitiousness of the program (the degree of management 
burden required to achleve the IRs and SO), 
33k- 

the number and respective expertise of available team members (including 
both USAID employees and non-USAID team members), 

* the "maturity" of the program and that of the SO team (meaning, 1s the 
program already well underway or is it in start-up phase' Similarly, 1s the 
team very new or have responsibilities already been well-established and 
balanced among the membership,) 

The consideration of these "common sense" factors will lead the SOT to made 
preliminary decisions about the general parameters of how many RE'S are 
necessary to achieve the SO and whether are the over-ridmg management issues 
whch need to be addressed 1x1 the process 

, These decisions made, the SOT can then choose among a varlety of rationales in 
associating grouping of IRs Into RPs Two possible rationales are hscussed in the 
amcle "Implementation under the New Operations Systems" starting on page 92 
(see the sectzon of the artzcle entztled "Results Packages How are they f o m e d  7 
To summarize the two rationales, an SOT could decide to divlde up their RF 
into management units (RPs) based 

1 on the fundamental causality portrayed in the RF, or 
2 on necessities or opportunities for better manaEement efficiencv and 

synery  

Descriptions of each approach follow on the next five pages 



Forming RPs based on causal connections 
within the RF.. . 

Example based on the RF from page 22 

The causal approach would mean that loglcal "branches" or sectlons of the 
IRs wlthln the RF would be split Into RPs The advantages of thrs approach 
u that it is very simple to descrlbe in terms of the RF graphic, that it may 
allow for an RP team to take responsiblllty for a emre program component, 
and that it wlll often colncide wlth the hlerarchlcal divisions wlthin exlsting 
technrcal office 

Posslble disadvantages to this approach are that 

this "component" approach may end up bemg divmve to the effectwe 
coordlnatlon of results and overall teamwork wlthln the program, 

> rt may may also be contrary to the deslre to balance the management 
burden of the program across RPs 1n that the causal sectlons or 
"branches" of an RF seldom represent equwalent amounts of work 



Forming RPs based on opportunities for 
synergies or efficiencies.. . 

Example based on the RF from page 22 I 

The second rationale for forming RPs looks for management efficiencies or 
synergies by associating IRs into RPs based on commonalties or common 
needs within results themselves For instance in the example above all the IRs 
that require trainmg have been grouped into an RP thereby assuring efficiency 
use of trainlng resources and synergy across the program in terms of training 
inputs The various commonalities that an SOT could look at to form RPs 
are presented on the next three pages 

Possible disadvantages to this approach are that 

~t requires that the SOT takes a vigorous and proactive role in assuring 
that the RP teams are effectively coorchnating with each other, 

~t may necessitate changes in project structures that pre-date the strategic 
planning process and which require contract amendments to re-ortent 
them toward better managing for the results as ~ortrayed in the RF 



Looking for management efficiencies or 
programmatic synergies 

The association of IRs into 
Results Packages might be 
based on commonalities of. .. 
+ Personnel or technical competence, 

be it: 
+ USAID SO team members or 

activity managers 
+ Partners and Intermediaries 
<+ Intermediate customers - +:+ Other implementers QRooo 

RPs might be associated by 
commonalities of. .. 
+ Need to include specific, special 

authorities within the RP team, 
e.g. Embassy involvement 

+ Policy reform interests 
+ Management issues, e g. 

institutional development 



RPs might be associated by 
commonalities of. .. 
+ Need to include specific, special 

authorities within the RP team, 
e.g. Embassy involvement 

+ Policy reform interests 
+ Management issues, e.g. 

institutional development 

Other commonalities for RP 
formulation might also 
include ... 
+ Funding mechanisms: 

8 grants, contracts 
+:* special short-term or other donor 

sources 

+ Specific performance data needs 
or sources 06L 

aF 
rrAF 



Other commonalities for RP 
formulation might also 
include ... 
+ Funding mechanisms: 

+3 grants, contracts 
+:+ special short-term or other donor 

sources 

4 Specific performance data needs 
or sources 

What does thzs mean for USAID's ~a7tne7~2 
As USAID's partners are often the key implementers of its program thev 
will need to be integrally involved in the development of Results Packages 
This may Include deciding how the RPs are formed based on the approved 
RF Partners Input will also be essential to ~dentification of what activities 
will be requ~red to achieve the set of IRs Identified with the RP In some 
cases, partners could be delegated the achievement of a whole RP although 
usually the RPT will include USAID staff In addit~on to implementing 
partners and agents 



?PRO jECT9'? 

Choose one 
(a> yes 
(b) maybe 
(c) NO" 

Is "RESULTS PACKAGE" 
just another way of saying 

A key & m o n  beween the 
two n that m a results package 
the focus IS on the end, Le , the 

result, whde m a prqect, too 
often the focus is on the means, 

ie , themechmms 

A results package is NOT, 
repeat NOT, a project 

A groupmg of acuviues or exlsung pqects wthout very exphclt and causal 
Ldages ka.r- to s p e c k  IRs 

Synonymous amh a large mulu-component mutuuonal contract It IS 
conce~vable however that the separate components, m so much as they are 
sets of associated results, could form the basls of RPs One mphcauon of 
"managmg for results" IS that the oversight of large msutuuonal projects may 
need to be dvided up accordmg to RPTs 

The set of all the new actlviues that fall under an SO where there IS no clear 
assoclauon either m terms of results causaLty or assocnted tacucs A recent 
example of t h ~ ~  was a draft RP document h c h  conmed descnpuons for 
the ensemble for over 20 acuvlues that a pmcular SOT wanted to oblgate 
The rauonale for the RP was "all our new acwntes" Many of the a m u e s  
bore no s p e c k  relauon to each other 

The exact same thing as the old Project Paper (PP) Fmdy, an RP n exphc1t.y 
related to the SOTS stmtegic plan and comprises elements from ther 
development hypothesn and RF Therefore RPs mclude program-level 
+es, not just project-level acwities Secondly, the development of RPs n 
an essenual management functlon Internal to SOT, not the product of an 
external andym as was often the case wth PPs M y ,  RPs are to be 
formed and approved mtemally wthm the SOT, u d . k  PP h c h  requed 
Washgton or seruor management approval 

An RP is a cohesive management concept, not simply an obhgatq 
document. 



A preliminary s te p: Before attempung to form R ~ S U ~ ~ S  

Packages the SOT d need to ensure that  the^ approved RF IS really 
operauonal Very often the approved RF may be one that serves adequately 
for strategx planntng or performance reporung purposes wthout bemg 
sufficiently detailed to serve as a funcnonal manacement tool Fortunately 
the RF IS not mended to be a smut document, so occasional modrfiicauon 
d be necessary and desveable To render the RF more ready operauonal 
the team may need to hsaggregate the 1% into a larger set of speclfic 
contnbuung results that would be the effect of one or two speclfic acuvlues, 
acuviues that would be contamed wthm a RP 

While forming RI)s the SOT may-t to askthe f d o ~  
-* quesuons 

RP Formation Checklist 
Are speclfc results designated for each RP7 
It there a clear relationship betweent the IRs within 
thls RP and its ultimate and intermediate customers7 
Are there sufficient numbers of team members to 
enable the formation of RPTs7 
Does this configurabon of RPs facihtate the clear 
delegation of authontj and empowerment7 
Is the set of IRs assigned to an RP something that IS 
readily achieveable by one RPT? 
Do the RPT members have clear roles and 
responsibihtles and are these understood by their 
hierarchical su pervlsor7 



Implementation under the New Operations System 

Results packages 

a With no projects, how do we organize and manage an operating unit's portfolio 
of activities~ 

USAID has used projects to perform various functions simultaneously 
to organize sets of activities with a common purpose, 
to provrde a construct for the design, implementation, monitoring and 
documentation of those activrtles, 
to provide a basis on which we notify Congress about how we intend to use 
program funds, and 
to prov~de a basis on whlch we authorize the use of funds, and then obligate funds 
in part or whole, through host country bilateral agreements, grants, contracts, etc 

A results package (W) performs at least one of these functions, organizing sets of 
activities around intended results Put differently, it is a way to organize the work we 
ik~  do in order to achieve the results that are in the results framework for a strategic 
objective In doing so, it provides a construct for the design, implementation, 
monitoring and documentation of those activities, but in a much less official and 
formal way than projects did There are no required "results package papers", nor 
required analyses, nor an officd approval process for results packages They are 
controlled within the operating unlt, and can be changed by the operating unit as 
necessary They do not necessarily appear in the Agency's official budgeting and 
accounting system, although if an operating unit chooses, they can have budgets and 
recewe funds In sum, they are meant to be a management tool used to organize the 
work (regardless of funding source) necessary to achleve the results for which an 
operating unit has responsibility 

Results package 1s defined in the Automated Directives System (ADS) chapter 202 as 
consisting of "people, funding, authorities, activities and associated documentation 
required to  achieve a specified result(s) within an established time frame " Later In that 
chapter, in section E202 5 4a, the following 1s listed as included in a results package 

the set of activities des~gned to achieve the results in the results package, 
informat~on or analysis required for the strategic objective team to approve 
activities, 
explanation of how acttvlties wdl achleve the intended results, ~ncluding linkages 
between USAID, intermed~ar~es and ultimate customers, 
identification of personnel, including appropriate USAID staff and representatives 
of partners and customers, with the knowledge and capaclty needed to deliver the 
specified result (s), 



identification of clearly defined responsibilities and authoritres sufficient to ensure 
decisions can be made which are necessary to results achievement, consistent wlth 
Agency confllct of Interest requirements, 
funding from USAID and partner organizations sufficient to carry out the activities 
requlred to delrver the specrfied results, and, 
a performance monitoring plan indicating how results will be monitored and 
measured 

T h s  IS meant to convey that an RP is a management tool desrgned to mantun  our 
focus on intended results while at the same time organizing the work necessary to 
acheve those results, and addresses one fault the project-based system drsplayed, and 
that IS that activities could take on a life of their own, independent of the overall 
objectrve whrch was their or~ginal reason for being In addition, the move away from 
the project-based system IS intended to provrde greater flexibrlity and to locate 
authority over design and implementation decisions at the same level as responsibilrtv 
for achieving results 

But what about all those components of a results pacakge> One frequentlv made 
comment has been that it sounds a lot llke what we put into projects (If it walks like a 
duck, talks like a duck, and looks lrke a duck, it probably is a duck ) RPs w~l l  have -* 
some similarrtres to projects because we will contlnue to do much of our work through 
grants and contracts and there is similar (though not always identical) work to putting 
those together and then managing them So, we st111 have sets of actrvities, we still 
need to do some analysis to make sure we have the right set of actrvrties, we need to be 
able to explain how what is being done will in fact achieve our mended results, and we 
need money to frnance USAID activrties But RPs are less than projects in that many 
of the required procedures have been ehmrnated, and more than projects in that they 
are flexrble management units which Include the required skrlls and decision-maklng 
authorities necessary to manage the work, and include activities sponsored by other 
entlties (host country, donors, NGOs, etc ) which are crrtical to the achievement of 
specrhc results 

Through the new management systems (NMS), the Agency's new set of management 
software, information will be available about the constituent parts of RPs (the results 
and activities they comprise, rndividuals involved in their management and thelr 
respective authorities, funding levels, and other associated documentation), but 
availabl~ty of information does not Imply formal subm~ssion for review and approval 
The information 1s avadable for use by team members, country development officers, 
managers in the field and in Washrngton, and whoever else has need (and authorized 
access) We also are worklng on ways to make at least some of thls informatlon 
avallable to the general publrc, through internet and country program home pages 
That thrs rnformat~on may be grouped by results package to some extent u 
inconsequential - even wrthout RPs we would have results and assocrated actlvrtles, and 
much of the informatlon which wlll be avallable wrll exist through llnkages not w ~ t h  
necessarrly with results ~ a c k ~ e s ,  but rather with specific results or specific activit~es 



The results package pulls the information together primarily for management 
purposes 

b Results Packages How are they formed? 

Techn~cally RPs can exist only after there is an approved strategic object~ve wlth ~ t s  
associated results framework However, as an operating unlt w developing a results 
framework for a strategic objective, ~t will be thinlung about what actlvlties wrll be 
necessary to ach~eve the mtermedlate results in the framework During t h ~ s  process, 
thought also will be glven to how to organize the management of the activities, and 
thls would be the beginning of defining indlv~dual RPs Decisions about RPs would be 
made once the object~ve 1s approved, but RPs can be rev~sed at any time by the 
operating unit w~thout outside approvals (Note that some changes to indrv~dual 
activities may require a ~ e c ~ f i c  approvals, e g , changes to grants and contracts or to 
activities wh~ch in~t~a l ly  required Washqton  approval or concurrence ) In accordance 
w ~ t h  ADS chapter 202, the entire results framework for any one strategrc objective 
mav comprlse one RP, or a framework may comprise two or more RPs The number 
of RPs for anv one framework depends on the complexity of the actlvitles, the number 

C ~nvolved In managlng the work of the operating unit, and the management 
style of those involved with the work 

There are at least two ways RPs can be organ~zed, one IS on the basis of a set of the 
intermed~ate results which logically fit together, and the other is on the basis of some 
common characteristrc or characteristics of the actlvlties wh~ch w ~ l l  be used to achieve 
the results In both of these approaches, the RP includes intermediate results and 
activities - its just that In the first, you are usrng the results as the organizing principle, 
and in the second you are using s ~ m ~ l a r  activitles as the organmng princ~ple Both 
approaches are appropriate under reenglneerlng and both mantam a results-orlentation 
because they always are grounded In the results framework 

For example, some operating unlts are organmng results packages around first level 
Intermediate results in the results framework (what appears ~mmed~ately below the 
strategic objectwe statement) They have selected a set of results that logically fit 
together, and those results along w ~ t h  the~r  associated activities would form the results 
package Other operating unlts are organizing RPs around s ~ m ~ l a r  activitles wh~ch will 
be used to ach~eve a variety of results, so their RPs probably would cut across an 
~ndivldual results framework An example of this would be where work with 
cooperatives IS ~ l anned  in order to ach~eve results m income generation, credit 
avnlabi l~t~,  and community organization The cooperatwe work, along wlth tts 
assoc~ated results, would comprlse the RP In t h ~ s  Instance, because the actlvltles are 
the prlmary focus, continuous attention to the assoc~ated results and parent results 
framework becomes particularly Important 



Note that one activity does not necessarily equal one grant or contract A grant or 
contract may receive funds through one or more activities 

c Results Packages How are they used' 

Once an RP has been established, rt can take on various addational attrrbutes whrch 
allow it to be used in different ways As noted above, an RP consists of people, 
funding, authoritres, actrvities and associated documentation required to achreve a 
specified result or set of results within an established time frame In its applrcation, an 
RP may be managed by an rndividual or a team, may have an overall budget or may 
have money allocated to ~t as activrtres are defined, and may incorporate through rts 
manager or team members varying levels of authorities dependrng on the expertise and 
experrence of the manager or team 

If it includes only one activity, say a grant or contract, or IS relatrvely less management 
Intensive, there may be only an RP manager who has a position on the strategic 
objective team and who meets other requirements of actrvity implementation (e g , 
customer, partner and team particrpation) through the SO team Or,  the RP manager 
in this case may be the onlv operating unit employee on the RP team which brings -- 
together key partners and customer representatrves If, on the other hand, the RP 
rncludes a variety of activrties designed to achreve a varied set of intermediate results, a 
more formal RP team probably would be established, perhaps a ith partrapation by 
varlous field staff rn additron to customers, partners, and other USAID personnel as 
virtual team members 

Depending on circumstances, RP teams can be delegated various authorities and can be 
assigned budgets with or without actrvities already defined Governrng circumstances 
would include the level of experience and expertise of staff on the RP team, the nature 
of the work, and the general availabilrty of funds One objective of this new system 
for many in the Agency IS to establish flexible management unm w~thln operating 
unrts which are fully responsible for, and have the authorrt~ over, the resources made 
available to achreve an agreed-to set of results wrthin a specified time frame Thrs may 
mean also assignrng an operating expense budget against the RP The directives 
support this objective, although it may not be feasible in all cases at this time 

d How are RPs revised2 

The revision of RPs is an mternal matter for each operatmg unlt or for each strategic 

objectrve team One reason why the RP concept has not been included in the 
Agency's official budgeting and accounting systems IS so that operatrng units and S 0 
teams can move qurckly to restructure their organization of work wrthout makrng 
changes in Agency-wide systems The operations component of NMS will "document" 
what is in an RP, and therefore w ~ l l  capture changes to RPs, but thrs is for informatron 
purposes, not notificatron or approval purposes The operating unit is responsible for 



havmg procedures In place that govern how varlous changes are made and approved 
At the moment there 1s no standard, Agency-wide procedure Defining a procedure is 
both the responsibil~ty of, and w ~ t h ~ n  the authority of, the operating unit, and can be 
delegated to S O teams 

While revising RPs is wholly flexible, revismg RP components may involve other 
processes whlch are beyond the authority of the RP team, depending on ns 
composition For example, revismg a grant or contract scope of work may be 
necessary to achleve specific results within the RP, but it may requlre contracting 

officer action Also, revislng some intermediate results may require consultation with 
the bureau's Washington offices ~f there are restrictions on changes to spec~fic 
intermediate results stated in the management contract 

Here it is mportant to distinguish the RP itself from its components The W is an 
organizational dnd management tool It combines results, activities, resources, etc , in 
order to accomplish the work necessary to achieve results While the operating umt or 
its constituent teams may have author~ty over how RP components are organized and 
moved around for management purposes, specific restrictions (concernmg procurement 
z ~ o n s ,  changes to results frameworks, earmarks, etc ) may apply to changes In those 
components, and operating unrts must be aware of those restrictions 

e How are RPs monitored and rewewed? 

RPs, as organizat~onal and management tools, themselves may not be monitored and 
rev~ewed What w ~ l l  be monitored and rev~ewed are the results Included in the RPs, 
and, at least presumably w~thin the respectme RP or S O teams, ~mplementat~on 
progress of the actlvlties mcluded In the RPs Reports on results will be assembled 
annually for the Results Review (the first R2) process There is no formal process for 
the repomng on lmplementat~on progress, a pr~nciple of reengmeerlng 1s that we 
should be focusmg on results, not individual activities being used to achieve those 
results RP and S 0 teams, and probably many operating unit managers, will need to 
keep themselves informed about ~mplementatlon progress, in particular as such 
monitoring wdl act as an early warning sign that results may not be achieved in a 
specific area The operations component of NMS will capture actlvlty ~mplementat~on 
mformatlon for this purpose There also may be evaluations of RPs to help gulde the 
Agency, as a learnmg organization, about how to organize work to achieve results 

Current portfolios How are they transformed from proJect/program based to 
strategic object~ve and result package based) 

Operating units are expected to review their current portfolios and to associate each 
existing project (mncludmg NPA) w ~ t h  one of its stratetgic objectives In the new 
operations system, programming, budgetmg and accounting all are performed by 



strateglc objective At t h ~ s  tlme, an ongoing project can relate to only one operatlng 
umt object~ve (strategic, support or special) In many cases entire existing projects will 
fit log~cally under individual objectwes, glven the trend within the Agencv over the 
past few years to organize work by S 0 However, it is understood that operating 
unm may have indmdual projects wh~ch servlce more than one objective For data 
mlgratton of hlstorrcal financial data, 1 e , for moving existing MACS and FACS 
financial data, Into AWACS, a project must be associated with one single objectwe 
For new obligations under ongoing projects in FY96, we expect that operating units 
can associate those obligations with their respective objectwes regardless of how the 
original project has been entered Into AWACS 

As an example, an existlng project which has a contract that services two different 
strategic objectives may be placed under only one of those objectives when pre-FY96 
financlal data is migrated into AWACS However, when FY96 funds are allowed as an 
incremental obl~gation for the same contract those funds could be associated w ~ t h  their 
respectwe objectwes and not only with the one objectwe which contalns the project's 
(and contract's) historical data This how we now expect the system to work, and an 
Agency notice on the subject is expected to be issued soon which will either confirm 
+$p along with more detad, or announce different procedures 

3 Exlsting proags, grants and contracts What is their status, and what do we do with 
them if changes are necessary' 

The Agency does not intend to engage m large-scale deobl~gations and reobligations for 
portfolio alignment While this may be an optlon In lim~ted cases, it generally should 
not be necessary because already, as stated above, most projects have been designed in a 
way to support an mdividual operatlng unit strategic objective What thls means, 
however, IS that the use of money obligated (but not yet expended) through any 
existlng agreement, grant or contract continues to be governed by the respective 
obligating instrument Thus, an operating unit may put Into   lace a strateglc objective 
agreement and include activities which fall under an existing project wh~ch has an 
associated project grant agreement Funds already obligated for those activltles under 
the original agreement must be expended 1n accordance wlth that agreement As 
always, operating units may amend exlsting grant agreements within whatever legal 
constrants exist, so that they better conform with the respective strategic objective 
Reglonal legal adv~sors should be consulted to determme the scope for such 
amendments 

S~m~larly, exlsting contracts and other grants continue to govern the use of funds 
obl~gated under their respective agreements, regardless of wh~ch strategic objectwe they 
are associated with If amendments to these agreements are thought to be necessary so 
that funds can be better util~zed to meet the requirements of the respective objective, 
contracting officers should be consulted 



4 New actlvity desrgns and pre-oblrgation requrrements What are authorization, 
design and approval requlrements, for those parts of our business formerly covered by 
authorizations and project papers) 

a How are operatrng unrts supposed to carry out the drrectrves in  sectron 
E202 5 7, Obllgatlon and Sub-oblrgatron of funds? 

Operating units are expected to have procedures m place to meet the requlrements 
These procedures should 

1 Assure program-responsible signatories (operating unit directors or their designees, 
AAs or thelr designees in Washington-managed programs) that the essennal bases 
have been covered before they sign off to obligate, commit (through PIOs), or sub- 
obligate funds, and 

2 Establish an audit trail on compllance and accountability with 611, Reg 16, and 
other legal or regulatory requrrements 

w-ir%~ 

Whle Agency-wide procedures are not prescribed In the directives, suggested 
procedures are discussed here to guide operating units 

The laws and basic regulations governing d t  we do have not changed, we are making 
changes in how we comply and when we do certaln things in our operational mode 
Within any operating unit, each strategic objective or results package team may have a 
different level of delegated authority, depending on the competence of each team, 
including its virtual members 

b What are the key areas we should be concerned about? 

There are four content areas for assurance and audit trail 

1 Applicable statutory requtrements, e g checklist items [see Supplement 202 6 3 to 
ADS] 

2 Applicable desrgn analyses (technical, social, gender, financial, economic) [see 
Supplements 202 6 4a through 4d to ADS] 

3 Applicable zrnplementatzon andpeq40rmanceplannzng [see E202 5 51 when at the 
commitment or sub-obligating stage, if not covered elsewhere (e g in SO 
agreements or contracts) 

4 Applicable condzttons precedent and/or covenants on policy matters, environmental 
assessments, or other technrcal or financial condltionality 



c If there's no agency-wlde prescription for documenting these, what choices do 
we have? A 

Each operatlng unlt's leadership team may draw from a variety of ways to determine 
how these are presented or documented As mission experience builds up, we will 
share that wldely Attached is a SO/Results Package/Activity Checklist whlch unlts 
may find useful to adopt 

Some ideas include 

Prepare SO or RP team memoranda for the record that discuss or summarize 
requested or required analyses, checklists or relevant parts of checklists, provide or 
summarize conditlonality, and identify where any of these that are summarized may 
be accessed In full 

a Provide copies of key reports, l~ke  environmental assessments or social surveys - 
done by USAID, partners, or other donors- or keep them where they may be 
accessed in either a paper or electronic archive 

~~ 
a Prepare written summaries of review or plannlng meetmgs, workshops, or other 

events where pre-obllgatlon plans and decisions are covered, that show who 
attended, what decis~ons were made, and allow participants to slgn off on the 
report 

a Teams (and mlsslon management) conduct annual SO reviews, and include country 
and assistance checklists as pan of such reviews 

a Include reference to country or assistance checklists with SOag packages when 
inmated or amended, summarizmg how they apply or not, and what actions are 
being taken to comply if necessarv 

a Other ideas are welcome and should be forwarded to relevant bureau staff 

See the attached tool for capturing, record~n~,  and antlcipatlng required actlons in the 
design or pre-obligation process 

d At what level of plannlng does this need to  be done' 

This wlll vary, depending on the nature of the SO, its intermediate results from the 
results framework, and the planned activities These may be provided at the SO level, 
the results package level or the activity level, agam according to the operatmg unit's 
own methods of operation, and the nature of the SO and its contributmg parts 



e Compliance with our environmental regulations (Reg 16) is particularly 
&fficult What alternatives can be suggested for this? 

Here are two suggestions, there may be more as we gain experience 

1 After the revlew and approval of a strategic plan or single strategic objective by 
USAID/W, the operating unit (SO or RP team) would prepare a draft 
environmental examination that would refer to the results framework and 
underlyrng activities that are supporting the strateglc objective The operatlng 
undteam would identify proposed activities and approaches wh~ch are (a) relattvely 
well-defined and where categorlcal exclusions or negatlve determinations may be 
warranted glven the nature of the activity, (b) on-going actlvities whlch have already 
been subject to an environmental review process and where categorlcal exclusions or 
negative determinations were granted, or activities where environmental 
assessments were conducted and mitigating actions are and wrll continue to be 
undertaken, (c) activmes or approaches which although less well-defined are likely 
to have posltive or minimal environmental impacts, and (d) actlvities or approaches 
that are not well-defined 

a&r 

These would be reviewed by Bureau Environmental Officers who would In the 
Threshold Decision mdlcate which activities or grouping of actlvlties warrant 
categorlcal exclusions, negatlve determinations, environmental assessments (as well 
as relevant guidance) and those activities on which a final decislon is withheld 
pending further information on the activity The SO/RP team would be gulded by 
these Threshold Decisions and would refer to this document or identifv that 
environmental review decis~ons were being addressed in the action memorandum to 
the signatory of the obligating or subobligatlng documents under the strateglc 
objective 

2 In cases where a strateglc objective represents an entirely new or significant 
expanded involvement in a sector such as agriculture or industry with s~gnificant 
environmental Issues, operatlng units may wish to consider carrying out a 
Programmatic Environmental Assessment (PEA) which would ~rovlde the basis for 
indiv~dual revlews of proposed actmties The PEA would Ideally be part of the 
process of developing the SO In concert with development partners and serve to 
identify and mcorporate mltigatlng actlons into the development of actlvitles 
Bureau Environmental Officers should be consulted to determine if a PEA is 
appropriate 



What is ~ t )  

This form is a versatde tool to use before obligating funds 

Operating unit staffs or managers may use it (a) to set a marker for work to be done, (b) to 
track progress or present products related to design of activities and results packages, or (c) to 
officially record in files where the key pre-obligation paper trail IS to be found 

It can be used prior to obligations or sub-obligat~ons at the SO level, the RP level, or the 
activity level 

It can be used by SO team leaders, operating unit heads, or others who move our processes 
forward It can be placed with official records where it can be found by GC people, IG 
people, GAO people, and others who come to help us 

It's sort of a checklist of checklists, both a reminder and a record 

How do we use ~ t ?  

Down the left hand slde are all the accountability Items that are still required or recommended 
In order to precede most kinds of development activities or interventions Not all are needed 
m all situations, but the basic statutory checklists have to be done, and many of the other 
Items are recommended by the ADS where and when ~t makes sense ADS or other references 
(some are still in development) are given for those who will find them instructive 

Across the top you show the status of each Item Here you have choices as well You may 
mark one or more columns for some of the items on the left side Moving from left to right 

Some items, certain analyses for example, don't apply to the SO/RP/Aalvity in 
question, so you mark 3\r/4 

It may not be the rlght time to do the analysis or determination, so you defer it 
Probably a good idea to estimate and s h o t b e ,  w so this can be 
used as a tickler or mformation source for those who may come along behmd you 

Perhaps ~ t ' s  an item that doesn't need a full analysis rlght now, but ~t would be a good 
time for input or clearance from lawyers, financial experts or procurement people, just 
to make sure that your team 1s using the best method, the most legal approach, or the 
most administratively efficient way of getting business done In this column you may 
s n .or cleared) and when Note that Reg 16 
environmental deferrals and CPs require GC clearance, and IIEs require B E 0  
clearance 



CI Possrbly you have the whole studv or checklist or assessment done, but x's located In a 
computer memory or a file somewhere In t h ~ s  column, indicate E&XUU, not just 
that it exlsts 

CI The last column IS self-explanatory Some managers or team leaders may want their 
checklists to grow into packages that they can revrew before makmg a decrsron to srgn 
off on an obligation When that's the case, load the form with attachments and mark 
thrs column to rndrcate what's included 



Op Un~t  SO ' RP/Act~v~ty  Name 
I 

SO/Results Package/Actrvity Checkhst 
C 

Accountability Item Status 
lUADeferred Drafted Consulted/Cleared Flnal/Flled Attached 

Statutory/Reg Requ~rements (202 6 3) GC, FM, A&A, B E 0  

Country checklm 

Reg 16 [204 In draft] 

Des~gn/Feasrbil~ty Analyses 

Techmcal 

F~nanc~al (202 6 4a) 

Econom~c (202 6 4b) 

SoclaVGender (202 6 4c) 

Admin~stratlve (202 6 4d) 

Env~ronmental (reserved) 

Perf Mon~tor~ng Plan@) (203 5 5) 



5 New obligations What u a strategic objective agreement, when should it used, and 
when should other mechanisms be used' 

6 Congressional notifications What will they look like and what do they contain, 
T h s  topic currently is under discussion between USAID and Congress, and the results 
of those discuss~ons will be announced once they are completed We are worlung on a 
way to meet both the information requirements of Congress and the principles of our 
new operations systems 

7 Customer/partner participatlon and procurement Integrity Given our customer 
focus and emphasis on involving partners, how do we encourage participation In the 
activity des~gn process and not violate procurement integrity, 

Durmg the course of designing the new operations system, discussions took place 
among various parts of the ~ g e n c ~ ,  including the Office of Procurement, General 
Counsel, PPC, and the reengineerlng group, on the subject of customer/partner 
participatlon and procurement integrity The results of those discuss~ons formed the 
basis for the Agency notice published 8/17/95, titled, "Gu~dance on Consultation and 
Amdance of Unfair Competitive Advantage " This notice explains the need for - 

procurement integrity and some ways in which we can practice one of our core values, 
greater participation by customers and partners in our work, while at the same time 
mantain the necessary integrity of our overall system If this notice 1s not avvlable - - 
within your operating unlt, you should contact your bureau's reengineering 
coordinator for a copy 

8 Host country contributions How are they computed and when are they required' 
A reviston to the recently issued DOA is expected which will clarify authorities and 
responsibilities w ~ t h  respect to the waivlng of host country contributions and their 
monitoring Regarding computation, what is chosen as the base amount against which 
the host country contribution is computed w ~ l l  vary depending on how obligations are 
made Because specific circumstances wdl govern how contributions are computed and 
managed, it is advisable that any operating unit anticipating new obligations through 
bdateral agreements consult w ~ t h  its RLA for current ~nformation and guidance 

9 Flexibility in use of funds What is the flexibility ~n the new system' Are there 
times when we can move money between strategic objectives' 

There are some but not all answers to this question When earmarks (soft or hard) are 
~nvolved, movement of money between S 0 s will be restricted In addition, once 
money has been obligated within a strategic objective agreement (or through another 
mechanism that IS tied to one objective), movement will be restricted In cases where 
money has been budgeted or allowances have been made (and where neither of the 
above two categories apply), an Agency-wide decision has not been made on this issue 
In these cases, and where the movement reflects a cash management decision (e g , 



because of a late starting contract money cannot be spent under one objective, but 
could be shifted to another which could handle an immediate increase), movement 
mav be allowed as long as doing so does not exceed the receiving S O s overall planned 
budget The extent to which such shifts in funds will be allowed, and how they would 
be managed if allowed, is still under discussion Field input to that discussion is 
welcome 

10 Funds availability How will operating units be notified that funds are avarlable) 

As AWACS becomes fully operational, allowances will be made through AWACS In 
cases where AWACS cannot be used to notify operating units directly, each bureau 
will organize how notifications are issued Programmmg, budgeting, and accounting 
will all be by objective (whether strategic, support or special), so allowances also will 
be organized by objective (which to AWACS is the hrghest form of "activity") The 
AWACS NMS trarning during March for controllers, and the general NMS trarning 
for other staff, will provide greater detail about how funds will be managed through 
AWACS 

11 y e w  Management Systems Will there be software to support the activitv design, 
- - s 

implementation and monitoring processes2 

Yes - in addition to the results trachng module of the operations component of NMS, 
there will be modules for ~lanning and implementation These currently are in the 
development stage They will support the planning and implementation processes by 
providing structures within which to ~ l a n  activities with the participation of team 
members, and to manage the implementation of those activities These systems are 
expected to be available late summer of 1996 



Why Customer Focus? 
+ Quality is defined by the customer 
+ Customer needs change over time 
+ Understanding customer needs 

requires continual communication 
+ Customer input leads to better, 

more sustainable results 
+ Customer satisfaction is essential to 

*bavn survival - 
m 

Quality u defined by the customer For a product or service to satisfy 
customers, management must understand what customers need and develop 
the capability to meet those needs Sustainabillty of the use of a product or 
service is strengthened when the product or service meets the needs of the 
customer 

Customer needs change wlth tlme Customer needs are moving targets, not 
static landmarks Often customers' needs and expectations increase as our 
abillty to meet them increases In government, for example, taxpayers now 
compare government with the klnds of services they receive from the pnvate 
sector - for example, easily resolving a discrepancy with my credlt card 
company, gettmg a helpful response about my new computer in the first call 
The Amencan public 1s increasingly expecting simmlar service and response 
from thelr government 

Understanding customer needs requlres continual communication In order 
to meet needs, we need to develop operational definltlons so that products and 
servrces have the necessary features to meet needs 

Customer satlsfactlon 1s essential to survival Without a customer, there is no 
need to exist 



Definition of Customers 
+ Customer - Someone or group 

who receives services or 
products from USAID, benefits 
from USAID programs, or is 
affected by USAID actions. 
+ Ultimate Customer 

* + Intermediate Customer 

Customer - A customer is an ~ndlvldual or organization who 
receives servlces or products from USAID, benefits from USAID 
programs, or who otherwise is affected by USAID actlons The 
following are definitions of specific customer groups 

4 Ultlmate Customer - USAID's ultlmate customer 1s defined 
as those who are end-users or beneficiaries of USAID 
programs 

4 Intermediate Customer - An mterrnediate customer is any 
person or organization, internal or external to USAID, who 
uses USAID servlces, products, resources to serve the needs 
of other mtermehate or ultlmate customers 



Understanding Customers 
and Stakeholders 

O Not Our Customers 
+ Give Us Resources and Direction 
+ Want a "Return on their Investment" 

(i . . ,  Results) 

+3e +:. They Want a Quality Product or - Service 

What does thzs mean for USAID'S partners? 
Partners have a lot to brmg to the table in terms of customer focus Partner 
organlzatlons are often un~quely qual~fied to br~dge the logistical, l~nguistlc, 
and cultural gaps that often separate USAID from its ult~mate customers 
Partners can play the role of 'customer representative' In the plannmg 
process and can ensure that customer needs are bemg effectively addressed 
bv deslgnmg appropriate actlvltles and monltorlng customer feedback 



Customer Service Plans include: 

+ Operating unit's "VISION for 
including customers & partners in 
the planning, achieving and 
measuring for results 

+ Description of how customer 
feedback will inform needs analvsis 

%%=- + Agreed-upon customer service 
principles & standards 

Operating units may want to develop chfferent types of 
Customer Services Plan depending on the nature of the 
customers and services For instance, they might develop a 

+ "Busmess" CSP, which describes how internal or support 
units will interact (serve) its mternal customers, i e , 
service standards that E X 0  (Executive Office) or 
Controllers Office sets for working with SOTS 

+ "Program" CSP, which describes standards and procedures 
an SOT will follow to ensure external customer and 
stakeholder satisfaction 

See page 16 of for the text of the Agency s Customer Servrce Plan 



Customer Service Plan 
Serves as a management tool: 
an on-going dialog which: clarifies 
results, makes reality checks, develops 
support & sustainability 
Identify customers and their interests 
and informs the development 
hypothesis 
Help set standards and evaluate 
performance 

The CSP is not intended to be a statlc plan prepared every so many years 
Instead it represents the need to engage m a regular and an on-gomg &dog 
between the operatmg unit and its intermediate and ultimate customers 

Whde there has typically been considerable substantwe interactton 
between these groups in the past, much of the cLscusslon has centered 
around activity-level implementat~on and tracking obllgatlons The CSP 
process seeks to slgnlficantly enlarge the discussion wlth customers to 
Include the hlgher-level concerns of deslred results, projected impacts, and 
the formulation of a development hypothesis 

USAID will need to work with intermehate customers and partners to 
encourage them to maintam thelr customer focus The ultimate test of 
USAID's customer service cham will be whether ultlmate customers' 
needs are articulated in the plannlng process and whether they are able to 
evaluate the goods and services offered by USAID's partners and agents 



A Customer Service Chain.. 
PVOINGO Extension Agents I 
(partner) 

I 
(mtermediate partner) 

* 11 ation 

Training 

PVOINGO ~xtens10.n Agents Vdlagers 
-&r (direct customer) (mtermediate (ultimate customers) I 

customer) = 
m 

The above diagram portrays one particular chain of services from the donor 
(USAID) to the ultimate customer (villagers) Note that all of the actors listed 
above are also stakeholders as are other actors not listed (host country 
government ministries, the US Congress, and possibly others) 

USAID7s &rect customer here is the PVO/NGO, which is provided funds to - 
engage in the delivery of services for the benefit of the ultimate customers - the 
villagers As USA1D7s partner, the PVO/NGO engages with their direct 
customer - the extension agents - to provide actual services to the ultimate 
customer The extension agents could be considered an "intermediate" 
customer of the USAID Their ability to provide appropriate services to the 
ultimate customer is dependent, in part, by the PVO/NGO's capacity to meet 
their needs The extension service, in so much as it brings other resources - 
(human, material) to bear in meeting the villagers' needs, could also be referred 
to as an "intermediate partner" of the USAID 

The respective roles of these players (PVO/NGO, Extension Agents) would 
be dfferent if the particular services, products or ultimate customers were 
changed 



STEPS FOR CUSTOMER SERVICE PLANNING 

tn USAID Misstons and Other Operattng Untts 
Sher Plunkett, Customer Servtce Oficer 

Dtane La Voy, Senzor Polzcy Advzsor for Partzczpatzon 

June 1995 

Reengineering The fundamental rethinking and radical redesign of operatlng 
processes to brmg about dramatlc improvements In performance 

USAID staff are redesigning the way we work Whv) Because we have to, to survive 
In the new climate for fore~gn affa~rs and foreign asslstance, and because we see an 
opportunity to clear away obstacles and achieve better results faster In our work As 
we reassessed USAID's role as America's foreign assistance agency, we reaffirmed our 
bellef that we jomed USAID to help those we now call our "customers" to Improve 
thelr lives - to achleve development results We belleve that we can do our work 
better by combming our complementary skills In teams And we are confident that 
T-2;;erform best ~f we are able to dlrect our skllls, knowledge, training, and 
experience toward the results we and our customers want - that IS, if we are 
empowered to make key decw~ons and held accountable for our work 

As this illustrates, USAID's four "core values" -- particlpatlon/customer focus, 
management for results, teamwork, and accountability/empowerment - are 
mterrelated The first of these -- to "begm with the customer" - really opens up the 
poss~b~l~tles for fundamental rethlnklng of what we do and how we do it 

Focuslng on our customers means, f~rst, that we belleve that feedback from those 
who recelve and use the products of our work - asslstance services, or commodities, 
or tralnlng, or informat~on - will help us to design and dellver our asslstance faster 
and better But ~t means more than that USAID's customers are the reason the 
Agency exists - ~t was created to achieve foreign asslstance objectwes by serving 
then If we start by determlnlng customer concerns, we Inevitably questlon our 
assumptions (are the programs focused right' are we working with the right 
partners'), re-assess the effectweness of our programs, and develop the informat~on 
base for improving them Customer Service Planning IS the management tool we use 
to obtam customer feedback, lmprove program plannmg and ~erformance, and get 
better, more sustainable results from our development programs 

Followmg are four steps that we thmk Mlss~ons and other operatlng unm wlll find 
helpful In Customer Servlce Planning 



Identifying Customers 

Examine what you do, and for whom, and l~s t  every ident~fiable user of your "work 
products", both lns~de and outs~de the your organization Identify, first, the "ultimate 
customer" or end-user for your program -- the people your Mission or Office or 
program exists to serve 

Then, work~ng backward from that customer, ~dent~fy the rntermed~ate customers or 
partners through which ultimate customers receive the servlces that USAID provides 
You can then categorize your customers in ways that are meaningful for your specific 
objective 

Analyzing the Customer Chain 

Using your customer list, map the flow of the services and goods you provide 
through intermediary imks to the "ultimate customer" for whom USAID's assistance 
is mended Examme what you do through your program or project activities, and 
analyze the different roles each lmk In the chain plays In achievmg the results you 
intend Identify the individuals who serve as contact points for these l~nkages 
Describe the ways you currently obtain customer feedback and the items you 

Then, create a second flowchart mappmg the lmks as you think the ult~mate customer 
would see then The polnts where the two flowcharts dlffer prov~de polnts at issue, 
where further analysis of ~ rob lem areas may be fruitful 
[Another way to find areas where customers may have different perspectives from 
ours - this tlme about program prloritles rather than on how we deliver servlces - IS 

this 
I) restate your strategic objective as a questlon - for example, what does 
"strengthening access to markets" mean to- 
11) Then, answer the question as you thrnk different ultimate customers would answer 
- small farmers, women, tenants, m~ddlemen, etc ] 

Reaching O u t  Directly to  Customers 

Using the framework of inquiry suggested by the preceding steps, and combining 
informal and formal assessment methods as your needs, resources, and time schedule 
allows, survey to examme potentla1 gaps In your program's service qual~ty 

Fmd out from your ultimate customers and from Intermediate customers and 
partners 

whether you are providmg what they requlre, 

how well you are performing as a service provider, in terms of reliability, umelmess, 
responsiveness, and other factors of concern to them, and 

if appropriate to your specific case, how your ~erformance compares w ~ t h  others 
prowding slmllar services 

Methods such as focus group interviews and rapid appraisal, which allow customers to 
d~rect the discussion, express opmlons, and prov~de information on matters of greatest 
concern to them, are particularly appropriate for this purpose 



4 Setting Performance Standards to Accept Accountability 

Wlth the feedback you obtam from customer surveys, spec~fy what you mtend to 
do regarding your service performance (your service principles), and develop 
observable measures for your performance (your sewlce standards) Use it to 
monltor your performance, make improvements, and ensure qual~ty servlce 
dellvery to achieve the development results you mend But that u not enough 
Performance prmciples and standards need to be commun~cated to customers, in 
ways that are most appropriate to the customers' context, literacy level, etc By 
informmg your customers, you hold yourself accountable to them for your 
performance By presenting your prlnc~ples and standards and lnvltlng feedback 
r ega rdq  what you do and how well you are domg it, you provide means for 
your ultrmate customers, as well as lntermedlar~es and partners, to mfluence 
improvement in your performance 

Customer servlce planning is a tool that has been proven effectme In a wlde range 
of organizations, both publlc and prlvate It reflects malor developments m 
management analysls ober the past two decades It IS an important element in 
your Miss~on or Office's overall strategic planning efforts under the new Agency 

h*D~rect~ves Followmg the steps outlined above, vou can use customer service 
p l a n n q  to relate your work products more closely to customer needs, adjust to 
changes more flexibly, and produce better results 

Next Steps 

As we incorporate the customer servlce plann~ng tool into USAID's operations, 
you may also wlsh to expand your own skrlls and your network of outs~de 
spec~al~sts who may c a r r  out spec~fic tasks to asslst you The Reengrneerrng 
team 1s developing a skllls "tool kit" and a network of In-house staff to backstop 
you, and the Partlc~pat~on Initiative team wdl soon be circulating a list of "tools 
and references " But you are In the best posttlon to know what you need, what 
local expertlse to draw on (and how to develop it further), and what addmonal 
support you requtre 

Please contact us vla E-mad d you have questions or if we can help you in any 
way You are, after all, OUR customers~ 

For further guidance on customer service planning, see also 

Uncle Sher s Maxims for Customer Service ~ l a n s  ' (Sher Plunkett, M/ROR , 3/95) 

Ten Steps for Developing Customer Service Standardsn (Liz Baltimore, M/ROR, 6/95 

(Both available by e mail from Sher Plunkett or Liz Balt~rnore) 



TEN EASY STEPS FOR DEVELOPING CUSTOMER STANDARDS 
(A Roadmap to Assist USAID Operat~ng Units) 

Ltz Baltzmore, M A O R ,  Customer Servzce 
April 17, 1996 

FOCUSING O N  CUSTOMERS IS NOT NEW TO USAID For a number of 
years, we have used a variety of methods to help Improve the lwes of men, women and 
chddren In developing countries USAID's employees have actlvely used planmng 
techn~ques to learn what customers' needs and priorities are and used t h ~ s  mformation 
to deliver measurable susta~nable development We have worked with our partners 
such as private voluntary organlzatlons and non-governmental organlzatlons to reach 
our "ult~mate customers" - the people In developing countries With the continued 
emphasis on the radical change that reengineerlng brings about beginnmg October 1, 
1995, the Importance of meetlng our customers' expectations IS enhanced The 
invaluable experiences and sk~lls of each USAID emplovee are contrrbutlng factors m 
developing ach~evable customer standards 
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WHAT ARE CUSTOMER SERVICE STANDARDS' 

Customer service standards are developed with the customer in m ~ n d  and are des~gned 
to meet custom0 expectations They are clear performance targets wh~ch measure 
customer sat~sfact~on These standards descr~be how accurate, reliable, t~mely, 
dependable and access~ble services are delwered to customers Each standard should be 
measurable, achievable, controllable and address what ts  most tmportant to our 
ctsstomevs 

WHY ARE CUSTOMER SERVICE STANDARDS IMPORTANT' 

Customw semtce standards demonstrate our comrnztment to put the customer first These 
standards are an integral part of an operating unit's Customer Service Plan We wlll 
contlnue to use the Customer Service Plan as a management tool to gu~de how we 
involve our customers, partners and employees in achieving results Customer servzce 
standards are zmportant because USAID zs accountable to the Amencan people for 
asszstzng our ultzmate customers achzeve sustaznable development 

DOES THE AGENCY HAVE CUSTOMER SERVICE STANDAIWS' 

Yes In September 1994, USAID publ~shed its Phase I Customer Service Plan identified 
an initial set of customer service standards addressing the concerns of our domestic 
development partners These standards spec~fically descr~be how we wlll work with 
U S prlvate voluntary organizations, universities and prrvate businesses to ach~eve our 
development ob~ect~ves September 1995, Phase I1 of the Agency's Customer Service 
Plan adds customer servlce standards for overseas rnisslons USAID mlssions and 
Washington bureaus/offices are already work~ng on their ind~vidual Customer Service 
Plans to gulde therr planning, ach~eving and assessing of processes 



HOW D O  WE DEVELOP STANDARDS> 

STEP 1 KNOW YOUR MISSION 

The mtsszon statement descrzbes your operatzng unzt i role zn provzdzng semzces to the 
ultzmate customer After your mlssion statement has been developed, focus on the end 
results mended through the services you provide and the Importance of each 
employee's role In a participatory setting, revlew your mission statement so that all 
employees will clearly understand your operating unn's contributions to the overall 
mlsslon of the Agency The followrng are example mlssion statements 

EXAMPLE I We are cornnutted to improve env~ronmental quality and natural 
resource protection by buildmg the capaclty of local envuonmental 
management organizations to respond to these issues 

EXAMPLE 2 We str~ve to provide procurement adv~sory servlces and assistance 
to other USAID operating units In the evecutlon of strategic 
objectives 

STEP 2 FOCUS O N  THE VISION 

USAID's vtszon zs shared by top management, znvolves customers, employees and partners 
to achzeve the best sustaznable development USAID IS transform~ng and relnventlng the 
way we delwer development and human~tar~an asslstance In the developing world 
Our object~ves and plans for the future are driven by the customer and are amed at 
satisfy~n~ the customers' needs Every operating unlt and employee play a vital role 
In achieving the Agency's goal(s) and are valued for their contributions It IS 

extremely important to create ownership in your customer service standards from top 
management to every indlv~dual employee When developing customer servrce 
standards, focus on YOUR operatlng un~t 's  vislon and how it relates to USAID's 
vislon 

STEP 3 LIST YOUR KEY CUSTOMERS AND PARTNERS 

Once you have zdenttfied your operatzng unzt's customers and partners, thzs wzll help you 
c l a n -  the focus fir your customer standards In~trally, cons~der those customers who 
are d~rect reclplents of your products and services Clanfy who del~vers your services 
Do you have partners who del~ver your services dlrectly to your customer(s), 
Depending on the panlcular operatlng una, some partners may also be customers, 
e g , when they subm~t a proposal to the procurement office to let a contract for 
delivery of servlces Does your operating unlt have stakeholders - those who have an 
Interest or whose support IS necessary for ach~eving your objectives, e g , host country 
groups, other donors, private f~rms)  Once you have a clear sense of who the 
operatlng un~t ' s  customers and partners are, 11st them 



STEP 4 DEFINE KEY SERVICES A N D  LINK CUSTOMERS/ 
PARTNERS A N D  EMPLOYEES 

Identz.  the key serutces and products your operatzng unzt provtdes Descrlbe how 
you currently dellver these servlces/products to your customers Chart the 
flow of the processes for each key service Remember, there may be several 
steps lnvolved In dellverlng a particular service Analyze whether all of the 
steps tn each process add value to servlce quality Ask - Do we need to do all of 
t h ~ s  to meet our customer needs> Do we have the r~ght  people del~ver~ng the 
service' Indicate each point in the process where your customers recelve your 
servlces Indlcate where partners fit into the process(es) because in some cases 
they may dellver key services Identify and analyze barriers, problems and gaps 
In delrvery of quallty service Every employee In the operating unrt plays a vltal 
role In provldlng the best posslble service It is Important to include the skllls 
and experiences of employees and link t h e ~ r  contributions to achieving 
sustainable results The importance of these llnkages IS to  clearly focus and 
identrfy how your servlce dellvery impacts the ultimate customer 

%* 

STEP 5 CONTINUE TO LISTEN TO YOUR CUSTOMERS 

USAID's conttnued commztment to ltsten to customers ts extremely tmportant 
Establish a schedule to ask your customers what they thlnk about your 
operatlng unrt's current quallty of services Flnd out what they expect in terms 
of relrabllity, tlmellness, accessiblllty, accuracy and dependability Maybe they 
would rather have farmlng tools or faster service or they may not want the 
servlce at all Encourage customers to be candid and to glve YOU ideas for 
improvement You declde the best methods for assessing your services, e g , 
focus groups, interviews or formal and Informal surveys, or conferences The 
final analysls of your customers' expectations will help generate your standards 

STEP 6 DEFINE WHAT SYSTEM/PROCESS CHANGES ARE 
NECESSARY TO SATISFY CUSTOMERS 

Revzew thefinal analysts of what your customers expect Look at your key services 
and products and decide if your operating unit can make suggested changes In 
systems and processes to satlsfy customer expectations Descr~be what servlces 
you can tailor o r  change Decide what 1s realistic vis-a-va what is not based on 
the services you prov~de Carefully consider the results of the changes in 
the way you do business and the resource requirements Complle your 11st of 
system/process changes and priontlze a to  help guide the development of your 
operatlng unlt's customer standards 



STEP 7 DEVELOP CLEAR, SIMPLE, MEASURABLE CUSTOMER 
STANDARDS 

Contrnue to focus on areas that are most rmportant to your customers How will your 
operating unrt commit to lmprove service qual~ty) The customer standards identify 
spec~f~c actlons you will take to improve service Once you have completed your analys~s 
of who your customers are, your key services and the linkages, prlorltlze where you need 
to develop standards Determme what will have the most Impact and declde what your 
operating unlt will l~ve  by Describe standards that are measurable, achievable, clear, 
relevant to what your customers asked for and demonstrate you heard your customers 

For example 

Prmcwle On a regular basis we wll  communicate with our customers to Improve 
our processes and simplifjr our business practices 

Standard We will survev our customers at least annually to see lf the changes in our 
pol~cies and procedures are workmg to eliminate the impediments they have 
identified 

-* Prrncrule We wlll involce our customers in defining the quahtv and quantlty of 
services and commod~ties to be delivered 

Standard We wlll ensure that commoditv specifications are jointly prepared wth  our 
customers 

STEP 8 GIVE FEEDBACK TO YOUR CUSTOMERS 

Ftnd ways to let your customers know what your standards are Let customers know whether 
changes have been made and if not, why For example, you could publish your standards 
in a s~mple booklet or brochure They may also be commun~cated at conferences, 
meetlngs and In other settmgs Your customer standards are publ~shed and d~str~buted as 
part of your Customer Serv~ce Plan The plan also lets customers know who In your 
operating unlt may be contacted for additional feedback and/or mformat~on 

STEP 9 MONITOR A N D  MEASURE HOW YOU ARE DOING 

Track yourprogress Set up ~nternal procedures and a trackmg system that will monitor 
feedback from customers and ~dentlfy recurring problems and priorrties for Improvement 
Separate feellngs from facts and keep a systematic record of complamts and recognltlon 
for doing well Thls wrll help you analyze areas where you need to further communicate 
w ~ t h  customers and employees At least on an annual bass, ask your customers what they 
are thlnkmg and how you are domg Frnd creatlve ways to keep In touch w ~ t h  customers 
Develop a system(s) to communicate to all employees throughout your operatmg unlt 
what you d~scover from customer feedback Use partlclpatory approaches to obtaln 
suggestions from employees to address customer concerns and to implement 
improvements 



STEP 10 BENCHMARK YOUR SUCCESS 

Know whether customers are satzsfied determzne results Know through 
systematic benchmarking whether you have achieved excellence in whatever 
specific strategic objective you have rdentlfied and the services you deliver 
Keep track of your best practices Measure your performance against top- 
notch operating units in the publ~c and private sector that do similar work 
Ask your customers about other organlzatlons that they perceive as belng 
the best Seek them out, find out their secrets and go for it1 

WHERE CAN YOU GET PERSONALIZED CUSTOMER SERVICE? 

This step-by-step approach is in response to our customers' request for 
additional detailed information to assist in the development of customer 
standards Your comments and suggestions are appreciated For further 

w e r v i c e  and assistance, please contact the Reengineering Customer Service 
Team Liz Baltimore (focus on Washington), (202) 663-2459, or Sher 
Plunkett (focus overseas), (202) 663-2496 

Other reference materials for customer servlce planning 

"Uncle Sher's Maxims for Customer Service Plans" (Sher Plunkett, 
M/ROR, 3/95) 

Steps for Customer Service Planning (Sher Plunkett, M/ROR, and 
Dlane Lavoy, PPC, 6/95) 



CUSTOMER SERVICE PLANS 

HOW TO GET STARTED 

Liz Baltimore, M/ROR 

Validate your organization's rmssion (What 1s vour organization responsible for) 
Why does your organization exist') 

Think about the future (What does your organization want to look llke in 5-8 
years' What services will you provide, to whom and how)) 

Know Your Customers (Who are the key users of your products/services~ Who 
benefits from the services you provide) Who are direct recipients of your 
products/serv~ces~ Who works wrth you to supplv services) Who has a major 
interest and or investment rn what you do)) 

Determine your primary services and customer ltnks (What are the key 
products/serv~ces~ What are the links in your servlce delivery chain) What are the 
interdependencies in vour services, employees and partners)) 

Agree on your organization's prtnciples of serwce (What type of service can 
- - ---  -ajour customers expect from your organization)) 

I) Decide what 1nternaVexternal concerns and or pressures affect delivery of 
products/servtces (What are some of the things that affect the way you provide 
customer satisfaction)) 

b Let customers tell you how well you are dotng (Ask your customers how you 
can better serve them) What method of measuring will you use - wrltten surveys, 
interviews, focus groups) What can your organization do to Improve customer 
relations) What can you do to help your customers do their jobs better)) 

I) Based on Customer Feedback Declde what measurable standards of service 
your customer and you can live with (What IS doable and what w not) What are 
the resource requirements for the standards you develop) What feedback did you 
get from employees) Are vou wllling to commit vour organization to standards of 
customer satufactron)) 

b Set up internal procedures to help you produce end results (What internal 
procedures are in place to assure you meet your objecttves for quality service' Do 
you have the staff to follow through)) 

I) Publish Customer Serv~ce Plan (What is your statement of mrssion and vision) 
Who are your customers as related to strategic plan, objectives and or results' Will 
your plan address bureau/offices and other units wrthln your organ~zatlon' What 
IS the result of your customer assessments) What are your customer standards' 
How will you give customers feedback) Who should customers contact for 
feedback and assistance when standards are not being met)) 

b Set up a systematic way to measure results and feedback (Is there a simple, quick 
and efficient way of tracking how vou are doing wlth your standards) What 
methods can you put in place to assess performance and make adjustments) 



PHASE I1 - USAID'S CUSTOMER SERVICE PLAN 

QUALITY SERVICE STANDARDS FOR WORKING WITH USAID'S 

CUSTOMERS AND PARTNERS 

PU'ITING CUSTOMERS FIRST 

The Nat~onal Performance Review NPR) recommended major reforms m the way 
government does busmess One reform proposed is a new customer servlce contract as an 
essentral part of the government's mlssion Executive Order 12862, "Settmg Customer Serv~ce 
Standards" calls on U S government agencres to ldentlfv thelr customers, address their needs 
through regular mteractlon, and develop standards for semng them based on thelr pnontres 

WHO ARE WE' 

The '2mted States Agencv for International Development (USAID) 1s the Independent federal 
Agencv that manages U S forergn economlc and humamtanan assistance programs around the 
world 

Glven the dwerslty of places, people and cultures addressed by the U S Agency for 
International Development humamtanan asslstance and development programs, puttlng 
customers first presents an enormous challenge Unlike most U S government agencies, 

USAID's ultlmate customers are outside our borders They are the people m developmg 
countnes whose quality of llfe we work to Improve as an integral part of Amenca's foreign 
P O ~ C Y  

USAID's asslstance to our overseas customers is delivered through a vanety of development 
partners rndmduals or organizations who work closely with USAID to provide our products 
and servlces to our ultlmate customers For USAID and our development partners to serve 
our customers more effectively and acheve results, we are reengmeenng our focus, systems 
and procedures to meet the challenges of the post-Cold War world 

T h ~ s  Phase I1 Customer Servlce Plan addresses concerns that our customers and partners have 
identifled for quallty customer servlce It presents standards for servmg our ultlmate 
customers 1n the countnes we m ork m overseas 

WHAT IS USAID's MISSION7 

Our Mission is to promote sustamable development worldwide Sustamable development IS 

economic and soclal growth that does not exhaust local resources or damage the economc, 
cultural or natural environment 



USAID works with its partners to support sustainable development, focusmg on five cntical 
areas 

Environment 

Populauon and Health 

Democracy 

Broad-based Econormc Growth 

Humamtanan Assistance and Support for Post-Cnsls Transitions 

W H O  ARE USAID'S CUSTOMERS AND PARTNERS 

USAID's ultunate customers are the people in developing countnes who benefit from 
USAID's services and products Thev are men, women and chddren of incGgenous 
communities, rmcroentrepreneurs, exporters, small farmers and others who receive the 
development assistance ~rovided through USAID programs overseas The active partiupation 
of our ultmate customers 1s integral to USAID's strateplc plannmg process and dehvery of 
sustmyble development programs 

USAID rehes on the actlve particlpatron of ~ t s  partners to promote sustamable development 
and dehver humanitanan assistance USAID'S partners Include pnvate voluntary 
orgamzations, non-governmental organizations, uruversities, cornrnumty colleges, other U S 
government agencies, host countrv governments at all levels, multdateral orgamzations, 
professional and business associations, pnvate businesses and other donors Partners are also 
customers when they drectly receive USAID's products and services that enable them to 
delrver effective services to our ultimate customers 

The lastmg impact of our development investments and the benefits of our overseas programs 
to the h e n c a n  people can be achieved only d we achieve specific strategrc objectives, and if 
our overseas customers contlnue actrvlties after USAID fundmg ends For t h s  to happen, 
development efforts funded by USAID must serve customer needs and have partners' 
comrmtment and suppon To dchleve this, we focus on our customers' needs, through 
surveys, focus groups, conferences and other participatorv methods 

USAID'S QUALITY SERVICE 

USAID's &verse relationships with our customers and partners suggest ddferent expectations 
and standards of performance to provlde quality service for each customer group But some 
concerns are common to all groups USAID mamtans an open ddogue with its customers 
and partners We encourage consultation to identlfy problems, needs and possible solutions 
Collaboration with our customers and partners, includmg InterAction, the Advisory 
Commmee on Voluntary Forelgn Aid, local governments and others have made the following 
posslble 



unproved quality in USAID procedures, 

unproved tuneliness in USAID processing, and 

greater access and transparency 

BENCHMARKING 

The mam purpose of our relnventton efforts IS to improve USAID's systems and procedures 
Many of the issues rased by our customers, partners and stakeholders are bemg addressed m 
Internal workmg groups reengneenng our procurement, budget, personnel and operating 
systems These groups have used and wlll continue to use the benchmarking process, f m h g  
the best practices used in business or government and then adapung them to Improve our own 
operations Our goal is for USAID's reengneered systems to equal or exceed the "best in 
busmess," providmg us with the most effment and effective way to provide sustanable 
development and humanitanan assistance 

We w d  contlnue to develop Customer Service Plans in our overseas missions, routrnely 
review these standards with our customers and development partners and update them as 
necessarv to identify the concerns of other customers and partners We w ~ l l  create new 
standards based on new processes being developed as part of our remvention efforts 

We wdl continue to focus on customer service and achieve results Our customers wdl 
parucipate more In planning and achievmg the Agency's objectives and In evaluatmg results to 
meet customer needs As part of this effort, we are continuing formal and ~nformal 
consultations with our customers and partners 

We will review our customer service standards annuallv, and p e n o d d l y  publish an Agencv 
Customer Satisfaction Report We wlll contmue to encourage our partners to consider similar 
"customer satisfact~on" standards for services they dehver to the people of developing 
countnes 

I QUALITY STANDARDS FOR USAID'S OVERSEAS CUSTOMERS 

USAID'S overseas missions carrv out programs to achieve the Agencv's strategc objectwes to 
foster economic growth, reduce population, encourage parucipauon m democratic 
government and protect the global environment Through a vanetv of forrnal and mformal 
methods, both our customers and intermediaries In develop~ng countnes have told us how we 
have performed in service deliven , humanitanan assistance and sustamable development 

Country expenmental "laboratones" have used systematic and partiupatory methods to assess 
and improve the qualitv of servlce to our ultimate customers They have developed Customer 



Servlce Plans to assure more customer involvement in plannmg, achievmg and evaluatmg the 
Agency's objectives to manage for results 

With mcreased participation and enhanced surveying of our customers m developq 
coumnes, we have identified performance standards USAID 1s commmed to promdmg 

On a regular basis, we wlll communicate w?th our customers to tmprove the qualrty of 
USAID's humanltanan assrstance, development and customer satisfacuon 

Each overseas mlsslon wdl develop and m a t a m  a Customer Semce Plan whch mll state 
how customers and partners are to be mcluded in detenmomg customer needs and 
achlevmg objectrves, explam how customer feedback wdl be regularly incorporated mto 
work processes, and ldentlfy key customer servlce pnncrples and standards 

We wdl Improve partmpatlon In overseas mlsslons to mclude our customers m plannlng 
and lmplementlng USAID's work, and m planning and conducting penoclc surveys to 
deterrmne ~f servrces are belng delrvered in a sausfactory manner 

We wlll penodlcally survey our customers to assess their expectations, deterrmne thelr 
ne%& based upon USAID's programs and report customer satisfact~on 

We wdl assure USAID's programs prov~de hlgh quallty technical semces that are tadored 
to our customers' needs 

We wdl clrectlv lnvolve customers 1n defimng plans and actlvmes to ensure results and 
contmuous improvements In USAID's programs 

We wdl contmue to collaborate wlth customers, local partners and stakeholders to ensure 
servlce delivery meets the needs of our customers and serves Amenca's long range Forelgh 
Pohcv interests 

TIMELINESS 

We wdl mprove the turnaround tlme for service to our customers 

Provlde an lnltial response to lnquines w ~ t h  24 hours, wntten mquines w d  be answered 
wlthm 5 w o r k q  days from receipt If a full response is not posslble w1th.m these penods, 
we wdl inclcate a probable umeframe for resolution 

We wdl clsburse funds m tlme to allow for lmplementatlon of acuvltles on schedule 

3 ACCESS TO INFORMATION 

USAID m ~ l l  offer greater access and more transparency to Agency acuvitles and dormat ion 

Provlde penodlc customer lnforrnauon guldes to actmties, processes and procedures 

We wdl hold sermannual meetings with customers and partners to ~rovlde lnformauon 
and facdltate an open ddogue regardmg USAID programs 



I1 QUALITY STANDARDS FOR DOMESTIC DEVELOPMENT PARTNERS 

Phase I of USAID1s Customer Service Plan outllned what our development partners told us 
about thelr concerns and presented a set of lnmal standards to address them In worklng with 
PVOS, umversmes and pnvate businesses, our goal IS to ellrnrnate burdensome a b s t r a t l v e  
and procurement requlrements and become "user-friendly" to our current and furure 
development partners As part of thls ongolng effort, procurement policy changes have 
sunplified the administration of grants and cooperative agreements by mocLfymg 
requlrements in the following areas tnp reports, salary approvals, number of key personnel, 
approval of consultants, budget flexlbrllty and systems approvals 

USAID has made significant lmprovements in a s  work processes to meet and exceed our 
standards for worklng wlth PVOs, unrversitles and pnvate businesses We have exceeded our 
standards for the PVO regstratlon process by elimmatmg 12 documents for new PVO 
regstrants whlch reduced the number of documents from 18 to 6 Three documents were 
ehmlnated from the annual requirement for PVO regstrants whlch reduced the number of 
documents from 6 to three The revlslon and slmpllcatlon of USAID Form 1550-2 whlch 1s 
used *Lcompute a PVO's "pnvateness percentage" was completed A "Guide for Dolng 
Business sc 1th USAID " has been published and lstnbured This guidebook provides detaded 
lnformatlon to the U S business community on how to do buslness with USAID sustamable 
development programs Wrthln three days of an organlzatlon's requests for funds under a 
letter of creclt, funds are deposited In the orgamzatlonls bank account vla an electronic funds 
transfer Outside vendors are able to get an ~rnmedate response by checklng an electromc 
bulletln board for the status of all lnvoices and payments A new USAID Worldwide Web 
Home Page [www rnfo USAID gov] is available to access USAID lnforrnation at worldwide 
web sites A number of redundant procurement procedures and processes have been 
ellmmated and there 1s Increased access to procurement lnformatlon 

Based on issues and concerns ralsed In numerous forums, USAID has developed these 
standards to address our domestlc partners concerns They represent the way USAID w d  
work tom ard secunng a more efficient relationship with our development partners and service 

providers USAID 1s committed to prov~dmg 

O n  a regular basls we wlll communlcdte wlth our customers to improve our processes and 
smplrfv our buslness practices 

We will include our customers and partners in an ongomg, consultative process on 
PO~ICT. ,  programmatic and procedural matters 

-- We wlll hold semiannual 1 endor meetlngs for service providers and partners 

- We will penodlcallv survey customers and partners to see d the changes m our pohcies 
and procedures are workmg to ellmlnate the impelments you have identdied and 
report customer satlsfactlon 



If USAID issues a grant, cooperative agreement or contract, an Agency project officer wlll 
be asslgned to facditate our relatlonshrp The project off~cer will provide h d h e r  phone 
number, address, E-mad address and fax number 

To sunpllfy the PVO regstratlon process, we have, m collaboratron with our PVO 
partners .& 

-- Reduced the number of documents requlred from new PVO regstrants from 18 to 6 ,  

- Reduced the number of documents requlred annually from PVO regstrants from 6 to 
three, and, 

- Revised and sirnpllfied USAID Form 1550-2 used to compute a PVO's "pnvateness 
percentage " 

To be more consrstent in applvlng USAID policles and procedures, our contractmg and 
grants officers 

- Consistently interpret and apply polic~es and regulations m awardmg grants and 
contracts, 

- ~ l m i n a t e d  redundant procurement processes, procedures and reporting 
requirements by December 1994, and 

- Published and made avadable by September 30, 1994, "A Gulde to Domg Busmess 
w t h  the U S Agency for International Development," wh~ch clearly and concisely 
descr~bes USAID's policies and procedures 

TIMELINESS 

We wdl unprove the turnaround tlme for our processes 

We wlll answer your questions in a courteous, prompt, and professional manner 

- You will receive an initial response to calls and E-mads w ~ t h  24 hours, written 
mquines wlll be answered wlthin 10 worklng days from receipt If a full response is 
not posslble wlthln these periods, we will rndcate a probable tuneframe for resolution 

USAID's Office of Procurement will make non-competitive awards with 90 days, and 
cornpetitwe awards wlthln 150 days We will modlfy contracts and amend grants w i h  
90 davs of recelpt of requests for action from lme offrces 

PVOs seekmg regstrauon and ellgbhty requirements to compete for development 
assistance grant funds are sent a complete regstration packet w i t h  five days from the 
receipt of Inquiry 

Applrcatlons to regrster new PVOs are renewed and formal nonce of acceptance or dental 
1s mded  wlthin 8 weeks of recelpt of fully completed apphcation packages 

W i t h  three days of an organrzation's request for funds under a letter of credrt, payment 
1s deposited in ~ t s  bank account vla electronic funds transfer 



3 ACCESS TO INFORMATION 

USAID R 111 offer greater access and more transparency to Agency activities and information 

Outs~de vendors can dlal-ln to an electronic bulletm board and check the status of all 
invoices and payments 

* Ass~stance and acquisition information relevant to PVOS, NGOS, unlversitles and pnvate 
busmesses are avarlable on USAID's gopher [gopher mfo@usaid gov] and USAIDts new 
worldw~de web home page [www info USAID gov] These include 

- General mformation on USAID-funded programs, 

- Country strateges and implementation guldelmes, 

- USAID publications, 

- All USAID/W solrcitation documents, 

- USAID procurement polic~es and procurement opportunities, 

- All procurement award notlces, posted w~thin five worklng days of approval, 
t7* 

- All USAID Commerce Business Daly notlces, posted withn 24 hours of appeamg In 
the Commerce Busmess Daily, 

- Center for Trade and Investment Services (CTIS) information on busmess 
opportumties, and 

- Office of Small and Disadvantaged Business Uthzation (OSDBU) mfonnauon on 
busmess opportunities 



USAID CONTACTS 

Pubhc Inquines 

Procurement 

Pnvate Voluntary Orgamzations 

Busmess Opporturuties 

- Center for Trade and Investment Semces (CTIS) (202) 663-2660 or 1-800-872-4348 

Busmess Opportunmes and Counsehng 

- Office of Small and Dwadvantaged Business Uthzauon 

For Improvmg Customer Servrce through Reengneermg 

- Office of Results-Onented Reenpeenng (202) 663-2459 or (202) 663-2496 

- USAID's Quality Council (202) 736-4014 or (202) 663-3602 

INTERNET ADDRESS [gopher info usad gov] 
- - - - -* 

WORLDWIDE WEB HOME PAGE [www info USAID gov] 

You can get a copy of Phase I and I1 of USAID's Customer Servlce Plan bv c&g the 
general mquiry h e ,  usrng the INTERNET or the WORLDWIDE VQEB HOME PAGE 
addresses or by wntmg to 

USAID Office of Publlc Inquines 

320 21st Street, N W , Suite 2895 

The same process can be used to address comments and inquiries about the qu&ty of our 
services or USAID's Customer Service Plan 



+ Informal and formal 
teams 

+ Brings people with 
different knowledge 

%Jk- together to solve problems 

Szx Reasons Not to Use Teams 
When tlme 1s crrtlcal 
When the solutlon 1s 
obvlous or  routlne 

When a 1s a one-person 
Issue 

When r t  is a technical Issue 

When the problem lnvolves 
an mclv~dual performance 
deficlenc y 
When the solutlon is 
quantltatlve rather than 
qualltatlve 

Stx Reasons to Use Teams 
Use a team approach to problem solving to 

Brtng a varlety of skdls and vlewpomts 
to bear on solving complex problems 

Encourage "shareholders" to assume 
psychological ownership of the 
problem 
Improve the quallty of the declnon- 
makmg process 
Energize shareholders In the problem- 
solving process by buildmg team spmt 
Encourage people to share information 
and Ideas for more effectlve declslon 
maklng 
Ensure a coherent approach to solvlng 
the problem 



+ Teams should be 
empowered to achieve 
results 

4 Processes cross functional 
boundaries - functions 

-- need to work together 

To Become a Team Requires. . 
0 A group with a clear and agreed upon charter, or purpose and 

common goals, 

G Interdependence -- you need each others' skills and experience, 

0 Members believe working together is better than working alone, 

+ Havlng frequent interaction as a group, 

0 The group is empowered to make decisions and solve problems, 

0 IncLvldual commitment to the group and acceptance of each 
other's membership m the group, 

Q The resources to fulfill the charter, purpose or goals, 

G Authority granted by a hlgher level and accountability for 
results 



GUIDELINES FOR SUCCESSFULLY 
IMPLEMENTING TEAM EMPOWERMENT 

1 Define the purpose of the team. 

= Why does the team exist) 

What 1s the team's objectlve or goal) 

= What 1s an empowered team) 

2 Define the Roles and Responsibilities of the team 

* Is each team member clear about her or hls role, 

Does each team member know the roles of the other team 

- - - * = Does the team have all the expertise necessary, 

3. Define the Mode of Operation of the team 

3 Establlsh a workmg vocabulary for Important terms 

= Establlsh a mode of leadership and an accountability 
system 

3 Utlllze existing expertise and support when lacking among 
team members 

3 Discuss team trust, relationships, communication, support, 
commitment, etc 

4. Select a manager to coach and set guidelines for the team 

3 Manager and team should agree on guidelines 

= Manager and team should establish accountab~lity in terms 
of quallty, productivity, and team functioning 

a Manager should coach as necessary 



5. Utilize "Just-in-Time" training 

3 Take traming to understand and use team empowerment 

3 Integrate trainmg into the process as requlred I e interpersonal 
skdls, coachmg, holdmg others accountable, etc 

6. Proceed to function with established management accountability 
checkpoints. 

a Assess team operatlon shortly after beginnmg 

a Assess team operatlon at half completion 

a Use crisls as an opportunity for a breakthrough 

7 Evaluate team performance at completion 

%* i What worked> 

a What did not work> 

3 What dld we learn for future teams> 

3 What do we need to learn for future terns> 

3 Establish a new team project (wah fewer guldelmes) and "go for 
it' " 

From MANAGEMENT BY EMPOWERMENT, Created by 
Innovatlons Internat~onal, Inc 

(Copyright permission received on July 31 1995 from Dr W~lllam 
Guillory, CEO Innovatlons International Inc ) 



Developing a Team Contract 

DESCRIPTION* 

The team develops guidelines for team behavior commitments, and ways 
of workmg together The team d~scusses the gudelines, produces a 
written document and each team member signs the contract to indcate 
personal commitment The contract can be glven to each team member 
and posted in the team meeting room These team rules, group norms 
and agreements can cover the following areas 

Identification of the team rmssion statement, team values and 
team goals 

A start and completton date 

Agreements on meetlng management having agendas ln advance, 
stating time allotted for each agenda Item summarlvng decisions 
in the minutes, startlng on tlme, attenctng regularly, how absent 
members an brought up to speed, full participanon in meetings, 
regular team meeting times and place) 

Definition of key roles leader, factlitator, recorder, process 
observer, tlmekeeper, member, sponsor, resource people, 
supervisor Names of team members and sponsor, resource 
people and supervisor A commitment to rotate team roles 
among team members 

Commitments regarding time needed from team members and 
any other resources team members may need to contribute 
Agreements about how to handle absences of team members, 
tardiness not meeting deadlines, or other problem areas 

Description of the way the team will work together the use of 
mdwidual work, work teams and other work methods, the ways 
decisions will be made, how the team will handle &agreement 
with decisions 

Any other issue the team wants to clarity 

Signatures of all team members 



A Typology of Participation 

T ~ ~ o l o g ~  
Passwe 
partlapatton 

Partlclpatlon for 
matenal lncentlves 

Self mobillsat~on 
actwe partmpatlon 

Components of Each Type 

People partlclpate bv bemg told what 1s going to happen or has already 
happened It u a undateral announcement by an adrnmstratlon or project 
management w~thout any l~stenlng to people s responses The lnformatlon 
belng shared belongs only to external professlonals 

- -- - 

People paruclpate by glvmg answers to questions posed by researchers and 
project managers usmg quesuonnrure surveys or slmdar approaches People 
do not have the oppomnlty to Influence proceedings, as the findlngs of the 
research or project deslgn are nelther shared nor checked for accuracy 

People partmpate bv belng consulted, and external agents listen to views 
These external agents define both problems and solutions and may modlfy 
these In the llght of people s responses Such a consultative process does 
not concede anv share In declslon maklng and professlonals are under no 
obllgatlon to take on board people's vlews 

People partmpate bv provdng resources, for example labour, In return for 
food cash or other m a t e d  lncentlves Much In srtu research falls ln thls 
category, as rural people provlde the fields bur are not lnvolved In the 
expermentauon or the process of Iearn~ng It u verv common to see thls 
called partmpatlon vet people have no stake In prolonging actlvltles when 
the lncentlves end 
People partlclpate bv forming groups to meet pre determmed objecuves 
related to the project whlch can Involve the development or promotion of 
externallv ~nmated soclal orgamzatlons Such mvolvement does not tend to 
be at early stages of project cycles or plannmg, but rather after major 
declslons have been made These mstlmtlons tend to be dependent on 
external structures but mav become Independent In tune 

People partlclpate In jolnt analysu, whlch leads to acuon plans and the 
formarlon of new local groups or the strengthening of exlstlng ones It 
tends to mvolve mterdlsclpllnary methods that seek multlple perspectives 

and make use of svstematlc and structured learnlng processes These groups 
take control over local decmons, so that people have a stake m mvntamlng 
structures or practices 

People pamclpate bv taklng mlt~atlves Independent of external lnsututlons to 
change svstems Such self lnmated moblllsatlon and collective action may or 
may not challenge exlstlng clstrrbuuons of wealth and power 

-L 

Source Plmbert and Pretty, 1994 Published In Whose Eden) An Overvlew of Communltv 
Approaches to Wlldllfe Management, International Institute for Environment and Development, 
London Russell Press July 1994 



Strategic Objective Team 

The operating unit shall 
establish a Strategic Objective 

Team for each strategic 
objective, strategic support 

objective, and special 

The Achieving process beglns (tn the sense that any of the three 
processes (Plannzng, Acbzevzng, Monztonng & Evalrratron), wbzcb are 
cyclzcal and mterdependent, has a begznnzng and an end) with 
completion of the Operating Unit's strategic plan and formation of 
Strategic Objectwe (SO) teams The very use of SO teams and 
thelr composition relate very directly to the three core values of 
"teamwork," "empowerment and accountabillty," and "customer 
focus " 

What does thzs mean for USAID's ~artnersz 
Partners have the opportunity to be much more 
involved in strategic visionmg, program planning and 
results monitoring than in the past This should 
provlde many more opportunities of synergies 
between USAID's and partners' activities, thereby 
ensurlng greated impact 



Strategic Objective Team 
+ USAID personnel (technical and 
+ agents, support staff) 
+ partners, 
+ stakeholders, and 
+ customer representatives 

... jointly working together to 
+ achieve the SO 

Accordmg to the draft directives, there is an SO core team of 
USAID personnel, who shall establish a broader SO team The 
dminctions between the core team and the broader SO team are 
important ones - see E202 5 2a in the ADS for more details 

The SO team should include people who 

(1) bring significant expertise or knowledge needed for SO 
achievement (tbzs zncllrdes lrszngfolks from AID/W under tbe 
vzrtual teamzng pnnczple and loznt programmrng pnnczple), 

(2) represent major development partners whose resources bear 
on achievement of the SO, 

(3) represent key stakeholders, especially local groups and 
individuals who will gain or suffer if the SO is achieved, and 

(4) representatives of major USAID customers for the SO 



Strategic Objective Team 
+ Organizes and manages itself 
+ Determines how key results are 

to be achieved 
+ Allocates resources for achieving 

key results under the SO 
+ Achieves the SO on time 

Strategic Objective Team 

+ Ensures that agreements are aimed at 
achieving key results and the SO 

+ Monitors program performance 
+ Evaluates, as necessary, the hypotheses 

inherent in the results framework 
+ Reviews, analyzes, and reports on 

actual results 



Strategic Objective Team 

Makes informed decisions regarding 
results packages and the results 
framework 
Recommends changes in the SO or 
other elements of the strategic plan 
Prepares appropriate Closeout 
Reports 

Restllts Package (RP) Teams may be formed by the SO Team 

Possible RP Team Structures 

Stakeholders \ 

- 

L - 

NB The &dance states that "together, the core and expanded compri~e 
the SO team " For the distmction between the two see E202 5 2a 

Other Actors Expanded 
COL& serve on all 
but the core SO team 



Functions, Tools and Teams 

ANNING 
, , teams 

/ / / / / ,  

team 

- IRs - activities 

The Strateglc Objectrve Team (SOT) develops the Results Framework 
@F) and then typically delegates much of the authority and 
responslbillty (but, of course, not the accountabdlty) for achieving the 
Intermediate Results (IRs) to the Results Package Teams (RPTs) 

Each RPT wlll need to analyze lmplementatlon alternatives, and plan 
and manage rts actlvitles to delwer on ns group of IRs (contamed In ~ t s  
results package (RP)) The RPT wlll monltor and evaluate actlvlty- 
level results and Impact Above the RP-level, the SOT will monrtor 
and evaluate the correctness of the development hypothesis as well as 
the performance of the program in delivering on the Strateglc 
Objectme 



Empowerment and Accountability 

+ Authority 
+ Accountability 
+ Capability 

(Tools, Knowledge, A Abty) 
+ Trust 

WHAT IS EMPOWERMENT? 

There are many definmons of empowerment The follow~ng thoughts are intended 
to create a "picture" of what we mean by the concept of empowerment 

An environment In whxh objectwes, policies, systems and structures work toward 
common goals wh~ch are clearly commun~cated at all levels of the organlzatlon 

Expectat~ons and jobs wh~ch are In lme with the capab~llt~es of employees 

Systems wh~ch cons~stently provide all personnel wlth the tralnlng, resources, and 
authority to do thex jobs well 

A climate in which individuals (and teams) are encouraged to take respons~b~llty for 
thew own work and are given the means to evaluate and improve their own 
performance 

Systems whlch encourage, evaluate, and reward mdividuals for contr~butrons to the 
organlzatlon In ways apan: from the~r  everyday work and see all of t h e ~ r  efforts as 
worthwhile and important 

Executwes, managers and employees who are clear about the scope of their 
author~ty and accept ~ersonal  responsibil~ty and accountab~l~ty for providmg 
customer sat~sfact~on cont~nually improvmg processes, and contmually learnmg 



FOUNDATION OF EMPOWERMENT 

The foundat~on of empowerment 1s based upon a clear 
understanding and realization of the fundamental concepts defined 
below 

Personal responsibility is the willmgness to view oneself as the 
pnaczpal source of the results and circumstances which occur in 
one's llfe, both Individually and collectively wrth others In the 
workplace Managers and employees are most effective in those 
areas whlch they have personally mastered and for whlch they clalm 
maxlmum personal responsibdlty 

Personal accountability is the willingness to clam ownershzp for the 
results which are produced as a consequence of one's involvement, 
both ind~v~dually and collectively with others m the workplace 

W k -  Through ownership of the difficulties as well as the successes which 
occur In the workplace, the truly empowered manager or employee 
realizes the opportunity for feedback, growth, and the acquisition of 
new skdls in the areas where deficiencies exist 

Personal empowerment is an mternally-derzved capaclty to perform 
at or above an esrabllshed level of expectation This capaclty 1s 
expanded by gomg beyond both self-lmposed and external 
lirmtattons The fundamental character~ststa of an empowered 
mdwidual is the acceptance of personal responsibility An 
inclv~dual is personally empowered only to the extent that be or she 
assumes a predisposed rmndset of personal responslblllty 
Therefore, personal empowerment is ultimately measured by 
perf-ormance 

MANAGEMENT BY EMPOWERMENT 

Created by Innovations International, Inc 

(Copyright permlsslon received on July 3 1, 1995 

from Dr Willlam Gulllory, CEO, Innovations International, Inc ) 



PRINCIPLES OF EMPOWERMENT 

People are the most important organizational resource 

Hlgh-involvement is maxlmized 

Teamwork is valued and rewarded 

Personal and professional growth are continual 

Responsibility and accountablllty are maxlmized 

Self-determination, self-motivation, and self- 
management are expected 

Expanded delegation is a continual process 

Hierarchy u mlnimtzed 

Organizational leadership and support are necessary 

Drversity IS a necessity for organizational 

IMPLEMENTING EMPOWERMENT 

The most important factor to understand when ~mplementlng t h ~ s  management 
philosophy 1s that lt IS a transformat~on of the organizat~onal culture This means a 
fundamental change In an organ~zat~on's pattern of behefs, values, attitudes, and norms 
that dlaate ~ t s  day-to-day operation, both spoken and unspoken It also means a change 
In the bas~s and procedure for dec~s~on maklng and pollcy maklng Ultimately, every 
employee in the organlzatlon must be Impacted by thls change In the way work 1s 
performed and managed 

The organizational leadershlp IS the most ~mportant segment m lnstltuting cultural 
change, whether lt IS partlclpatlve or h~erarch~cal The leadershlp must clearly 
communicate t o  the organlzation the ranonale for and value of the new cultural 
framework T h ~ s  must be done In a sttficzently znvztzng andpersttaszve manner so that ~t IS 

accepted and embraced through self-enrollment by a crltxal and s ~ ~ n ~ f i c a n t  part of the 
organnation 

The rate at whlch empowerment occurs as a concerted and systematic process 1s 
determmed by the level of organlzat~onal support, where "concerted" refers to a long- 
term plan and "systemat~c" refers to the successful stepwise ~mplementat~on of the plan 
Organizational support IS an ongolng process establ~shed by a unlt, d iv~s~on,  and/or 
organlzatlon wh~ch not only encourages, but v~s~b ly  demonstrates ~ t s  expectation of 
empowered behav~or, empowered emplovees, and an empowered organization 



WHAT EMPOWERMENT IS (AND IS NOT) 

There has been considerable confusion withrn human resource development and 
management Ilterature regarding what empowerment actually is Some have lmplled that it 
1s only panlclpatlve management warmed over Others have emphasized excitement and 
clrmate-setting strategies 

Definitions 
There is an old paradox about power the more you give n away the more you have Many 
people who become supervisors and managers forget this truth, and they try desperately to 
hold onto what thev percelve to be their power As a result, they create resistance among 
thelr "followers", and they end up having llttle power a t  all Toffler points out "Of course, 
no one llkes to glve up power The lowl~est foreman and the highest pald executive may 
both have a stake in maintaining old-stvle work relatlonshlps But the odds are shlftlng 
agalnst them " Kanter adds "In many segmentallst organizations, supervisors and mlddle 
managers feel sufficiently powerless anvwav so that thev may be even more resutant to 
schemes that take awav what limrted authoritv they feel they have and do not also gwe 
them somethrng else to do to feel important and useful " 

P O ~ ~ I S  the abh ty  to get mended effects, to get what you want Bonnre and Nanus say 
that power is "the capacity to translate rment~on Into realty and sustaln ~t " It can also be 
thought of as having the means to meet needs A person is perceived as powerful when he 
or she has what someone else wants or needs That may be ~nformatlon, contacts, skllls, 
authorrty, personality, or  the ablllty to stop thlngs or prevent declslons from belng made 
Kanter calls these "organizational power tools," "three basic commodltles that can be 
Invested in action znformatzon (data, technical knowledge, polltlcal lnteIligence, expertlse), 
resou~ces (funds, materials, space, tlrne), and support (endorsement, backlng, approval, 
legmmacy) " 

Most power In organrzatlons IS attributed, that IS, ~t IS in the eye of the beholder People 
make you powerful when thev choose thelr behavior on the basls of your expectations A 
person makes hlmself or  herself powerful bv clalmrng creda for having developed hlmself 
or  herself and for having achleved organlzatronal posltlon Self-empowerment, then, 1s 
something over whlch a person has conslderable control, even lt a person IS In an oppressrve 
cllmate 

Empowerment 1s the process of enabllng people to do what they are qualified and belng 
held accountable to do It means drlvlng down decision maklng, information, control over 
work condltlons, and other job-related procedures in order to generate commltment It 
means avoldmg the "responslbilrtv without authorltv" trap Empowering others 
(employees, for example) u a process of involving them In matters for which a leader needs 
then understanding and commltment It IS a leap of falth for many managers The person 
IS trusting that if he o r  she drives down decision-makq, problem-solvlng, action plannrng, 
goal-setting, task sequencing, etc , he or she will receive in return synergy and increased 
effecnveness 



The more influential a person feels in the work situation the more likely he or she is to 
commit to being effective on the job The authors Law of Commitment say that 
commitment represents an attitude shlft that is triggered by participating meaningfully 
in thlngs at work that affect the individual 

Meaningful participation 

leads to a 

Sense of involvement 

that evokes a 

Feellng of Influence 

that generates 

Psychological ownership 

p 
COMMITMENT 

There is "more truth than poetrv" in thls law, when a person perceives hu  or her 
p,- -apation m decmons, problem-solving, planning, goal setting, and change to be 
personally relevant, that individual may become committed, when others decide for a 
person, that person is less likely to support the conclus~ons actively Empowerment 
means that something has to happen lns~de the indtvidual A person has to experience a 
shift in attitude He or she has to feel influentla1 - empowered As Sashkin observes, 
"While ~t cannot be suggested that participation in goal settlng and decislon making will 
magically and totally remedy workers' feelings of powerlessness - which have been 
fostered by organizations over the past hundred years - sound evidence indicates that 
participative management approaches involving goal setting and decision maklng do 
increase workers' sense of power and control " If a person IS meaningfully participating, 

the work situation or decislon becomes that individual's, and he or she wlll likely 
become ready and willing to do whatever ~t takes to make the sauation work A person 
IS committed to what he or she owns psvchologically If it is thezr problem, the person is 
not committed, he or she may go along, but the matter wdl not recelve hls or her full 
effort A long time ago Drucker put it this way "Motivat~on IS a problem In 
psycholog and therefore stands under different rules It requires that any decision 
become 'our' decislon to the people who have to convert it Into action This in turn 
means that they have to participate responsibly In making lt " 

A person's own empowerment usually establishes his or her 11mm on empowermg 
others, particularly employees In other words, if a leader does not feel influentla1 over 
work decisions and ~rocedures that affect his or her own job, that person 1s unllkely to 
give away what power he or she does have to other people In an organization in which 
non-participation 1s the norm, a leader wdl ~robablv conform If a leader's own 
manager does not consult with hlm or her or activelv involve employees in decisions in 
which they could add value or that affect their work, that leader probably will mirror 
the boss's behavior with his or her own employees 



Misconceptions About Empowerment 

Numerous mlsconceptlons have amen around the concept and practices of 
empowerment Empowerment does not mean b e q  a wlmp, grvlng up, cavlng In, 
glvrng the dog a bone, glvrng awav the store, asklng for adv~ce, or d~sempowering 
oneself Here are the most common mlsconceptlons, wlth commentary on each 

M~sconceptlon A leader can empower others T h ~ s  IS a notlon that u simdar to  
the one that managers can somehow motwate employees That cannot be done 
e~ther Convey IS typlcal of writers who ~mply  that empowerment is somethlng 
you do to  other people, "If you want to influence and empower people, first 
recognize that they are resourceful and have vast, untapped capacrty and potentla1 " 
People empower themselves, leadersfaczlztate the process through coachmg, 
counseling, delegating, training, rewarding, modelmg and challenging People are 
motivated, but they may not be empowered If thev selze opportunltles and grow 
Into competence they empower themselves The first steps In facl l l tatq the 
empowerment of others, according to Bvham, are to rnalntaln one's self-esteem, 
luten and respond emphat~cally, and ask for help rn solvlng problems Prevlous 
efforts at applylng motlvatlon theorv to enhancing human performance have not 
5Cen effectwe As Vogt and Murrell polnt out 'Whereas the motwat~onal 
orlentation seemed to ask 'What can we do to employees so they w ~ l l  contribute In 
ways we see as most useful)' an empowerment orlentation asks What can we do to 
facilitate people's lndlvldual and jolnt contributions to t h e ~ r  own and the 
organization's well berng'"' 

Misconception Empowerment results in a loss of control Thls notlon IS the 
major fear of managers and supervrsors Belng accountable for staying on top of a 
srtuatlon that IS out of control IS vrewed as somethlng to be avoided at all costs In 
fact, empowerment does not necessitate a loss of control However, the type of 
control shlfts from one of restramts to one of accountabll~ty Somet~mes what 
leaders refer to  as control IS slmply the dlusron of control T ~ g h t  procedures and 
regulat~ons are seldom followed to the letter Holding people accountable and 
supporting them In thelr development are hlghly beneficla1 forms of control If 
you want to control people, exclte them with vrslon and help them to  develop the 
means to actualize lt 

Misconception Power is dlrty Power slmply IS, tt IS judgments about the actual 
exerclse of power that make ~t good or bad As Klng and Glldewell sald, "To many 
the word 'power' has a negative connotation, undoubtedly because ~t IS so 
frequently allred with negatlve acts " Organ~zat~ons can be "low wattage," can have 
not enough power when everyone becomes powerful, the organlzatlon has 
Increased ~ t s  human resources what often IS confused wlth empowerment is 
organ~zatlonal polltlcs Thev, too, slmply ewst Thev do not go away when 
people become empowered, they change In unpredictable ways 



Mlsconceptlon People do not want power, thev want to  be led It is clear that 
one of the demotwators that employees complam about IS lack of cred~ble, strong 
leadersh~p People want to be led, but they do not want to be managed 
Empowerment 1s completelv consistent w ~ t h  a vlew of leadership that promotes the 
establ~shment and nurturance of vlslon and orgamzanona1 values 
"Micromanagement' sat~sfies no employees except the cl~nically dependent Only 
people wlth well-developed neuroses want to be weak and powerless Being 
powerful In work sltuatlons IS a necessary ant~dote to employee allenation 

Mlsconceptlon Power 1s a fixed quantity, if you gwe it away, you lose it One 
of the paradoxes about power In organizations IS that n is an "expandmg pie " The 
more you facil~tate the empowerment of others, the more you are able to ~nfluence 
them In Machiavellian terms, grow your people In order to earn their 
"followership 'I 

Mlsconceptlon Empowerment is like "gettlng religion" There IS a certam 
moral attraction to the concept of empowerment It sounds good, especially d you 
have lmle power The truth however, IS that empowerment 1s not a conversion 

-perience, ~t IS hard work Empowermg oneself inev~tably lnvolves takmg r~sks, 
stretching, learning and changmg Empowermg others entails coachmg, counseling, 
delegatmg developmentally, observing, providmg timely, task-or~ented feedback, and 
many other actlvitles Empowerment means focusmg on behav~or change, not 
att~tude development As Beer et all, state "The most effectwe way to  change 
behav~or IS to put people Into a new organizatronal context wh~ch Imposes new 
roles, responsibilities, and relationsh~ps on them T h ~ s  creates a situation that In a 
sense 'forces' new att~tudes and behav~ors on people " T h ~ s  can be done, of course, In 
humane, panlclpatory ways 

Mrsconception Empowerment always leads to beneficlal results The truth IS 

that when you facil~tate the empowerment of ind~v~duals and teams w~thin the 
organization, thev sometimes make bad dec~sions and mcomplete plans Sometimes 
they become legalut~c and argumentatwe about t he~r  rights as employees Other 
times they Interpret empowerment as a l~cense to break the rules w ~ t h  lmpunity 
Empowerment IS not the answer In the back of the book" It IS a way of domg 
business, a difficult path that needs to be taken, ~mperfect as it IS 

The Empowerment Profile bv John E Jones, Ph D and Willlam L Beady, Ed D , 
Organizational Universe Svstems, 1992 



ORGANIZATIONAL EMPOWERMENT 
(Principles) 

1 Involves organizational commitment to producing an 
exceptional product or service, exceedmg customer demand, 
and preserving the well-being of all employees 

2 Incorporates the definltlons of responslbihty, accountabdity, 
and empowerment as the basis for operational agreements 

3 Expands the focus of a product or serwce from the mdlvidual 
and the team to include the organlzatlonal unit 

4 The Individual and the team reallze how their contribution 
fits within a greater whole The focus 1s "What 1s best for the 

- 

ar- external client/customer 1n terms of product or service," 
rather than "What is best for the indJvidual or the team}" 

5 The management structure, horizontally and vemcdly, 
espouses and demonstrates their actlon-oriented support of 
empowerment 

6. Management establishes action-oriented procedures (1 e , 
delegation with authority and accountabdlty) that 
demonstrate its support of empowerment 

* An organization IS a network of Interdependent unlts that produces 
a product or servlce for Internal andlor external customers 

From MANAGEMENT BY EMPOWERMENT 

Created by Innovatrons Internaclonal, Inc 

(Copyright permlssron recelved on July 31, 1995 from 

Dr  Wllllam Guillory, CEO, Innovatrons International, Inc) 



CREATING AN EMPOWERING 
ORGANIZATIONAL ENVIRONMENT 

Organizations can be created whlch allow empowerment to flourish and grow 
In empowering organizations, managers 

Describe clearly the purpose of the organization and work process and 
what are the deslred outcomes 

Clearly descrlbe the jobs of employees, how they f ~ t  in and contribute to 
the larger process Employees must be clear on what 1s expected of them 
and for what they are responsible and accountable 

Match the structure, duties and level of jobs wlth the capabdltles of 
mdmduals In them 

Describe the latltude and discretion employees have ln the job, especially 
as it relates to maklng improvements and satisfying customers' needs 

-*Expand the latltude to the maximum extent posslble 

Provide employees with the authority they need to do the job well 

Help employees view thelr jobs in a context whlch Includes the value of 
contributions made to the organlzatlon as a whole, to customers, to 
soclety, etc 

Ensure employees can do their jobs by provtdlng trainmg, instrucnons, 
tools and equipment, and a physical environment conducive to 
successfully completing thelr tasks 

Ensure employees (and teams) have ongolng information to rnonnor 
performance (mdlvldual overall results performance), and the authority to 
take corrective action or ralse concerns 

Ensure that employees are not punlshed for calculated and well- 
mentioned risk-takq Use these as opportunities to learn 

Create an environment where honesty prevads, where employees feel 
comfortable dlscusslng how somethmg 1s really workmg, even r t  is In 
contrast to how ~t is supposed to be worklng 

Foster open, honest and genulne communlcatlon Communication amed 
at pleaslng the boss at the cost of achlevlng results should be discouraged 



Six Team Leadership Behaviors 
Create an open, honest environment 
Encourage team members to cooperate 
Obtain commitment from team members 
Explain that the task to be accomplished 
dictates the procedure to be used 
Forge workable compromises when 
differences arise 
Be alert for opportunities to teach and direct 

Team leaders and members alike need to remember the cardmal rule of 
delegation 

II You can delegate responsibiltty and authority 
but accountability 

The team remains accountable for the group's results, regardless of 
whether a sub-group or lndtvldual member has been gtven the 
authority to act in the team's name 

"Delegation of accountability" u nothlng but abdicatton of - 

responslblllty for the task - and consequently it's the best way to set up 
subordinates for fallure a failure shared by everyone Good 
delegation requlres being able to clarify the task and requirements 
(success factors) in advance, to negotiate the task parameters (tlme, 
quallty, quantity, etc) wlth the delegatee, and then to leave the person 
or sub-group alone to do the task The delegator should monitor at 
arms length "mlcro-managers" are never good delegators and 
consistently work contrary to the empowerment of their subordinates 
despte thelr good lntentlons 



Besldes knowing how to effectively delegate, the "empowertng 
manager" needs to 

have a clear viston of where the organization/team is headng, 
what the goals are and how the delegated tasks serve those goals 

consistently demonstrate hlgh personal and bustness standards 

develop a strong workmg relatlonshlp with subordmates/ 
colleagues and demonstrate trust and respect for them 

be willing to let subordinates/colleaques make mistakes, 
without chasttsmg, lecturtng, or extracting some other kmd of 
;c payment" 

From USAID/Ben tn R etreut * 

MANAGERIAL ACTIONS THAT FACILITATE EMPOWERMENT 

Setting Direction - Enables others to analyze situations and identify strategies that will 
help improve the situation He1 s people look beyond short term results and 
picture a longer term "vision" o P how thmgs should be for example, how teams in 
the field office should work together or how communities should be served 
Faalrtates others' mvo lvement 1x1 systematically developing plans which will achleve 
expected results Helps others understand and be skillful using program planning 
processes Carries out direction settlng and planning in a way so that participants 
feel involved in the process, are committed to taking responsibility for implementing 
steps in the plan, and are able to sustain the planning process over time 

Structuring - Supports both formal (e g , reporting relationships, job descnpt~ons) and 
informal (ways lnformat~on IS shared, who IS Included rn what klnds of meetings) 
structures that enable people to get results Manages performance so that ~ndrv~duals 
are performing to the best of thelr abilltv, are realmng thelr own potent~al, and are 
f u l f ~ l l ~ n ~  the larger objectives of the organization works to prov~de staff the 
necessary resources to carry out these objectives Develops and sustains effective, 
high producing teams which can work independently and make declslons on Issues 
like who works on what, and how to Improve quality and productlvlty Effectively 
negotiates for resources with and manages the expectations of external 
constnuencles 

+ text prepared by Trarning Resorirce Group 
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MANAGERIAL ACTIONS THAT FACILITATE EMPOWERMENT contznued 

Communicating -- Recognlzes that access to needed mformatlon enables eople to R act m empowered ways, supports patterns of communlcatlon that emp aslze 
partlclpatlon, trust, and openness Creates a cllmate where mformat~on 1s shared 
widely and in a tlrneiy way, and where people feel free to state vlews whlch are 
d~fferent from each others and from those "in power " Effect~vely facllrtates 
~nformat~on-sharmg forums lncludlng staff rneetlngs, one-on-one meetings, 
communlty meetmgs and written communication Budds broad networks of 
people who are eager to share mformat~on Pract~ces good ~ndlv~dual 
communlcatlon skills, particularly by demonstrating an abhty to ask questions 
whlch Involve people and by actlvely llstenlng 

Decision-Makmg - Enhances people's capaclty to make declslon and organlze 
themselves to solve then- own problems Is clear about hls or her own dec~slon 
making style, and routmelv evammes the approprrateness of hls or her own role m 
declslon maklng Seeks evtenslve Input around decmons that need to be made, 
, and, where possible, shares the respons~blllty for making declslons with all those 
-e 

affected by the dec~s~on Delegates author~ty to others to make decisions as they 
carry out thelr job responslb~lltles and works to ensure that final dec~s~ons are 
made at the place where it IS most appropriate In terms of mformat~on and 
expertlse 

c 

Supportmg - Recognlzes that a crltlcal element of h ~ s  or her role IS valumg dwerslty 
through helplng people learn, develop professionally and make the maxlmum 
contrlbut~on to the office Helps others learn from thelr own experience by 
coachmg and facllltating opportunmes for groups and indlv~duals to carry out self 
assessment Shares his or her own evpertlse In ways that do not create 
dependency Budds others' self confidence and pride In accompl~shment 
Exhlblts and models curloslty about others dlvers~ty and value added 
contr~butlons, willlng to educate and be educated Supports people's efforts wlth 
both appreclatlve and constructive feedback Looks for ways to develop hls or her 
own skills and seeks feedback from others Strwes to get others lnvoived In the 
process of continuous improvement Models w ~ t h  hu or her own rnanager~al 
actlons (e g , when problem solvrng, plannlng or maklng dec~slons) how st& 
should act when workmg in the communlty Malntalns hu or her own 
posltweness and enthusiasm In the face of dlfficult~es Helps sausfy others' needs 
for career enhancement, recognltlon, self-esteem, a sense of control over therr 
l~ves, and llv~ng up to one's Ideals 


